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Abstract
The present study investigated the department chairs’ perceptions regarding their job role
transition in Christian colleges and universities. Previous studies have focused on department
chairs’ perceptions in public colleges and universities across the world. However, there were
limited studies regarding the perceptions of department chairs in Christian colleges and
universities. This study aimed to explore the department chairs’ perceptions in Christian colleges
and universities to add to the body of knowledge. Exploring this problem was critical due to the
immense potential department chairs have to negatively affect the future of their institution
because of the number of responsibilities they hold and their tendency to develop role ambiguity.
The research was conducted through qualitative interviews utilizing Zoom with active male and
female department chairs in Christian colleges and universities. Data were gathered to obtain the
perspectives of the department chairs’ job role transition operating in duals roles from an
academic to an administrative role. Recommendations were also obtained through the interviews.
The majority of the participants enjoyed their job roles. However, they felt underprepared and
micromanaged during their transition, which hindered them from properly managing their
positions, others, and self. The participants identified several solutions to help with job role
transitions: freedom in their job role, a strength, weakness, opportunities, threat analysis, and
formal training consisting of workshops and mentoring to help define their job role. The primary
conclusion drawn from this study was that the department chairs in Christian colleges and
universities share the same challenges as department chairs in public colleges and universities.
However, department chairs in Christian colleges and universities enjoy their job role amid the
challenges.
Keywords: department chairs, role transition, dual roles, role ambiguity, role
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Chapter 1: Introduction
Working two jobs simultaneously under one job title, also known as having dual roles, is
a growing phenomenon among administrators in public higher education across the world
(Armstrong & Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gonaim, 2016).
For example, the intricate position of the department chair in higher education institutions links
students to faculty, faculty to administration, and people to the organization (Armstrong &
Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gonaim, 2016). In other terms,
the department chair’s seat is the buffer zone between faculty and administration as they are
mediators, communicators, and facilitators (Armstrong & Woloshyn, 2017; Caza et al., 2018;
Cleverley-Thompson, 2016; Gonaim, 2016).
Studies show that faculty members in public higher education worldwide are urged and
expected to serve in an array of leadership capacities, including that of the department chair,
because colleges and universities are increasingly being managed like a corporation (Armstrong
& Woloshyn, 2017; Cleverley-Thompson, 2016; Feuerstein, 2015; Gonaim, 2016).
Consequently, this increase in corporate culture has caused department chairs to hold more than
one job role (Armstrong & Woloshyn, 2017; Cleverley-Thompson, 2016; Gonaim, 2016;
Hanson, 2013; ŞükrüBellibaş et al., 2016). For example, the popularity of education in countries
has been drawn up by culture and societies, which have substantially benefited from state
investments in education (Bleiklie, 2018; Chang, 2015; Shin, 2014). Public universities have
previously submitted to state regulations and mandates to provide affordable tuition to in-state
students (Epple et al., 2013). On the other hand, public universities had to face regulated price
caps and have limited powers to set tuition and financial aid policies (Bleiklie, 2018; Chang,
2015; Shin, 2014).
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In contrast to public universities, private colleges are largely unconstrained in their
systems beyond the limits imposed by technology and the market, as they have always relied on
private means to support their funding (Epple et al., 2013). On the other hand, public universities
have always greatly relied on state investments to preserve the level of social and economic
growth derived from high-quality education and academic training (Bleiklie, 2018; Chang, 2015;
Shin, 2014). However, with the rise of neoliberalism (favoring free-market capitalism), higher
education public institutions try to offload the cost of tuition by relying on private resources
rather than having their education supplied by government funds (Bleiklie, 2018; Chang, 2015;
Shin, 2014). As a result, public higher education institutions are dependent on private means to
supplement their loss of income from the government.
The element of free-market capitalism has motivated the United States and international
public higher education institutions worldwide to maximize profit, which in turn has changed the
way colleges and universities have set out and justified their institutional existence (Bleiklie,
2018; Chang, 2015; Shin, 2014). The traditional professional culture of open academic question
and discussion has been replaced with institutional stress on performance by emphasizing
strategic business planning, performance measures, quality assurance measures, and academic
inspections (Bleiklie, 2018; Chang, 2015; Shin, 2014). Higher education institutions’
acknowledgment of financial importance and the need for economic sustainability has created
ways to promote more exceptional entrepreneurship skills from administrators, including
department chairs, to increase productivity and to establish and achieve targets on top of leading
their faculty department (Armstrong & Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson,
2016; Gonaim, 2016; Hanson, 2013).
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For this reason, department chairs with dual roles are more likely to have role
ambiguities, which are described as unclear and uncertain expectations (Armstrong & Woloshyn,
2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gonaim, 2016; Hanson, 2013). According
to Cleverley-Thompson (2016), colleges and universities are heeding this corporate culture to
draw on the logic of the business market to survive financially but fail to understand how such
ingenuities create a problem by taking away the purpose of higher education: the academic
development of students. Department chairs must be content and even embrace the ventures of
being administrators with strong entrepreneurial skills as the success of their role is contingent
on business ideas rather than working strictly within the confines of their academic department
(Armstrong & Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gonaim, 2016;
Hanson, 2013). In summary, the financial demands of colleges and universities have made the
role of the department chair unclear and hard to define.
Faculty members taking on the role of the department chair usually accept or approach
their position as tenured experts rather than middle managers in hopes of being visionaries for
their educational department (Hinson-Hasty, 2019). Yet, faculty members in the role of
department chair have found that three-fourths of their position consists of having administrative
and managerial skill sets, increasing the need for and the importance of their role (Hinson-Hasty,
2019). In other words, the department chairs are serving as the ambassador for their academic
department and the institution in its entirety, making them accountable for the initiatives
designed to control the quality and cost-effectiveness of their organization (Armstrong &
Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017;
Gonaim, 2016).
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Likewise, the department chairs in higher education institutions are the principal source
of learning about particular programs and daily operations, which is vital to the central
administration because the department chairs certify requests for new resources and guard
attacks on institutional quality (Armstrong & Woloshyn, 2017; Caza et al., 2018; CleverleyThompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016). Similarly, higher education
institutions rely heavily on the guidance of department chairs to respond to student learning
outcomes assessments, evaluate externally required mandates for department faculty, and
execute change and ensure program excellence (Armstrong & Woloshyn, 2017; Caza et al.,
2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016). In summary,
department chairs are critical and substantial members of the university leadership in which they
represent their academic department to the administration and the administration to their faculty.
However, as department chairs continue to serve as a channel of communication on program,
personnel, and budget matters without proper training and a clear description of their job role,
uncertainty will continue to rise among department chairs in higher education.
The dual role of the department chair places them in a position as the only academic
managers who must interact with everyone daily (Armstrong & Woloshyn, 2017; Caza et al.,
2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016). Moreover,
research showed that most department chairs teach at the side of their colleagues several times a
week but strive to keep the peace among senior administrators and their academic department for
the mutual benefit, growth, and development (Armstrong & Woloshyn, 2017; Caza et al., 2018;
Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016). The dual role of the
department chair is challenging because the various areas and external audiences with which the
department chair interacts tend to perceive the department chairs role from their perspectives
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(Armstrong & Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz &
Ensminger, 2017; Gonaim, 2016). For instance, faculty members tend to view the department
chair as their primary support but fail to see the department chair’s role as one that consists of
serving the central administration for the academic institution (Armstrong & Woloshyn, 2017;
Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016).
Moreover, some faculty members may even be infuriated to think of their chair as a
spokesperson for the administration. On the other hand, the central administration might become
concerned with the department chair, who gives the impression to support the needs of their
academic department in the face of an institutional crisis, such as budget cuts or program
discontinuance (Armstrong & Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016;
Gaubatz & Ensminger, 2017; Gonaim, 2016).
Another example is the department chairs’ ability to slow down the ever-increasing
admittance in the general education course to protect the instructional quality (Armstrong &
Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017;
Gonaim, 2016). However, the central administrators find that holding the line on growing
enrollment puts the organization at risk because it makes the institution less cost-effective. From
an administrator’s point of view, high enrollment is an essential piece of information for many
state boards of higher education as high enrollment increases tuition revenue (Hillman, 2012).
Additionally, faculty members might observe the task of a department chair to design a
department assessment program as having been deluded to the administration side.
Unfortunately, few administrators come face-to-face with both constituents and their conflicting
perceptions, let alone solving their problems (Armstrong & Woloshyn, 2017; Caza et al., 2018;
Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016). However, the
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department chair must overcome this battle by persuading the constituencies to come together to
help resolve the problems that exist within the academic institution (Armstrong & Woloshyn,
2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim,
2016).
The department chair often experiences stress and uncertainty as they walk the tightrope
between serving their academic department and representing the central administration.
According to Hinson-Hasty (2019), department chairs develop role ambiguity as they were not
prepared or expected to be weighed on efficiency and productivity (Hinson-Hasty, 2019).
DeLander (2017) asserted that department chairs are pulled away from their faculty roles and
forced into dual tasks that do not agree with their specialization. Therefore, department chairs are
entering a world of midlevel management roles that are rarely anticipated.
Correspondingly, role ambiguity increases among department chairs as they are not likely
to have a strategic plan, a shared vision among academic and administrative members, or
mentorship support for role development (DeLander, 2017). In other words, faculty members
struggle with environmental factors consisting of self-governance, feedback, and task identity. In
the same way, learning to apply the skill set in both roles is not a linear or consistent process,
which will, in turn, leave department chairs little time to define their roles adequately (DeLander,
2017). Unfortunately, as colleges and universities continue to grow financially, chairs will
experience role ambiguity due to the lack of preparation for a managerial task and not
understanding which position takes precedence over the other: the institution’s financial need or
academic need (Armstrong & Woloshyn, 2017; Feuerstein, 2015, Hinson-Hasty, 2019).
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Statement of the Problem
Previous studies have explored the perspective of department chairs from international
public universities and public universities in the United States (Armstrong & Woloshyn, 2017;
Curran & Prottas, 2017; Gonaim, 2016; Hanson, 2013; ŞükrüBellibaş et al., 2016). However,
there are limited studies that focus on the perspective of department chairs in Christian colleges,
particularly in the United States. This study explored the department chairs’ perspectives
regarding job role transitions in Christian colleges. Moreover, this study added to the existing
knowledge regarding department chairs who hold dual or multiple job roles in higher education
institutions. Also, this investigation was a tool for building knowledge regarding what middle
managers, namely, department chairs, in Christian higher education experience when working in
a dual role. This is important because central administration is powerless in preserving program
quality and linking the academic side and the administrative side despite the inconsistent quality
of the position (Armstrong & Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016;
Gaubatz & Ensminger, 2017; Gonaim, 2016). Moreover, department chairs have an immense
potential to negatively affect the future of their institutions if this issue is not addressed.
Purpose of the Study
The purpose of this qualitative study was to explore the department chairs’ perceptions of
their job role transitions at Christian colleges. A better view of how department chairs are
affected by working in dual roles was learned from their perspective in Christian colleges. At this
stage in the research, a dual role was generally defined as a department chair while
simultaneously working in more than one job role under one job title.
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Research Question
The research question was based on exploring department chairs’ perspectives on job role
transition in Christian colleges.
RQ1. What are the perceptions of department chairs’ job role transitions at Christian
colleges?
Definition of Key Terms
Department chairs. Persons accountable for the leadership of improving academic
programs within the college’s purpose (Gardner & Ward, 2018).
Dual roles. In this study, a position resulting from simultaneously working two distinct
roles under one job title (Armstrong & Woloshyn, 2017; Block, 2014).
Role. An organized set of behaviors that define the task and activities that have been
carried out as part of one’s work (Whitelaw, 2010).
Role ambiguity. When an individual’s job is unclear or ill-defined (Armstrong &
Woloshyn, 2017; Block, 2014).
Role transition. Mental movements between one role to another role (Slotter & Walsh,
2017).
Conclusion
Higher education institutions have been burdened with several challenges that have
caused job role ambiguity in department chairs in higher education institutions (Armstrong &
Woloshyn, 2017; Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017;
Gonaim, 2016).
Still, this complex role of department chair requires a skilled person who can serve and
coordinate both areas of the academic and administrative side (Armstrong & Woloshyn, 2017;
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Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016).
Moreover, higher education institutions rely heavily on department chairs as prime change
agents and managers who will continue to increase in this role as educational organizations
respond to outside pressures for productivity and accountability (Armstrong & Woloshyn, 2017;
Caza et al., 2018; Cleverley-Thompson, 2016; Gaubatz & Ensminger, 2017; Gonaim, 2016).
Chapter Summary
Next, Chapter 2 examined published works such as academic articles and research studies
related to the topic of department chairs in higher education holding dual roles. The purpose of
this chapter was to provide groundwork and awareness on this topic and identify areas of prior
research to avoid replication and give credit to other researchers.
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Chapter 2: Literature Review
Chapter 2 focuses on a holistic view of department chairs in higher education across the
world. The section starts with an overview concerning the background of the problem, the
history of the role of department chairs, and the challenges they face while in their roles.
Furthermore, Chapter 2 provides a theoretical framework, namely, role theory, to support the
foundation of role ambiguity and how both concepts impact the success of department chairs in
their role. It is necessary to provide a literature review to help readers fully understand the role of
department chairs and the challenges they face while operating in dual roles to understand the
depth of the problem.
Overview
The purpose of this study was to explore the department chairs’ perceptions of job role
transitions in Christian colleges. Higher education institutions have been burdened with several
challenges that have caused administrators, for the most part, department chairs, to serve more
than one area, which requires them to assume dual roles. Deželan et al. (2016) found that higher
education institutions are often challenged with increasing costs and reduced funding, putting
administrators, including department chairs, at risk for holding dual roles. Also, the increased
struggle between colleges and universities regarding student enrollment and the absence of
diversity has obstructed the academic department chair’s job role the most (Armstrong &
Woloshyn, 2017; Deželan et al., 2016; Normore & Brooks, 2014; Riley & Russell, 2013;
Vatanartıran & Garipağaoğlu, 2013).
Because higher education institutions are having financial challenges and a reduction in
funding, department chairs are caught between two currents, forcing them to represent the central
administration to the faculty department while simultaneously articulating the needs of the
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department members to administrators. In conclusion, department chairs have struggled with
understanding which role takes priority over the other position: the academic or administration
role.
History of the Role of the Department Chair
Educational organizations are certified institutions that achieve remarkable goals
comparable to any other school. Moreover, academic institutions’ administration consists of
managerial processes that influence how the organization exists in nature. For instance, the
administration consists of planning, monitoring, control, and evaluations that explain the
framework of how academic institutions operate (Mozaffari et al., 2015). However, the said
academic activities are developed when the academic organization promotes a competent,
honest, diligent leader with clearly defined roles who can emphasize staff development and
learning (Mozaffari et al., 2015). On the contrary, some experts are confident that higher
education organizations are faced with problems among leadership, particularly around the role
of the department chairs in higher education universities (Mozaffari et al., 2015). The department
chair’s role in higher education institutions is a significant and influential factor in making things
run academically and administratively (Mozaffari et al., 2015). For the most part, department
chairs are considered a fundamental role in higher education, and they play a crucial role in
every aspect of academic and administrative activities (Mozaffari et al., 2015). The department
chair’s actions go beyond departmental goals and determine the organization’s atmosphere,
influencing other employee’s behaviors and attitudes (Mozaffari et al., 2015).
In higher education institutions, department chairs are responsible for providing the
foundation for academic, research, and administrative deeds and other activities within the
organization (Mozaffari et al., 2015). Therefore, department chairs must be skilled in
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communication, decision-making, motivation, reinforcement, and conflict resolution (Mozaffari
et al., 2015). On top of being responsible for all operations supporting joint governance
regarding faculty and administrative duties, department chairs are responsible for structuring and
putting together objectives to accomplish other goals (Armstrong & Woloshyn, 2017; Berdrow,
2010; Bystydzienski et al., 2017; Gardner & Ward, 2018; Morris & Miller, 2008). For instance,
department chairs are tasked with consensus building, conducting meetings, and implementing
long-range department programs, plans, and goals (Armstrong & Woloshyn, 2017; Berdrow,
2010; Bystydzienski et al., 2017; Gardner & Ward, 2018; Morris & Miller, 2008). Research
showed that the tradition of faculty typically commands that department chairs are to be useful in
pointing out the ideas and strategies of the faculty department and administrative side at the same
time (Armstrong & Woloshyn, 2017; Berdrow, 2010; Bystydzienski et al., 2017; Gardner &
Ward, 2018; Morris & Miller, 2008). Likewise, department chairs are to understand the powers
behind each group’s idea and deliver effective results, such as being the primary spokesperson
for their department faculty, staff, and students (Berdrow, 2010; Bystydzienski et al., 2017;
Gardner & Ward, 2018; Morris & Miller, 2008).
In conclusion, department chairs’ leadership styles, management, and organizational
effectiveness are increasingly spreading within academic organizations. Department chairs are
the vehicle for implementing organizational development and providing perspective on
comprehensive development. Therefore, department chairs are challenged to be active
department managers and are considered one of the essential responsibilities in higher education
organizations.
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Department Chair as a Game Changer
Department chairs are managerial and game changers, meaning who they are and what
they do are two vastly different things (Berdrow, 2010). Department chairs are leaders who
guide, but their role is of an effective manager (Berdrow, 2010). For instance, they lead the
faculty and student development and oversee operations and administrative duties (Berdrow,
2010). They are also change catalysts and climate enhancers as they introduce new methods and
ideas to their department and senior managers by connecting the interest of administrators and
faculty members’ perspectives (Austin & Sorcinelli, 2013; Berdrow, 2010). As a result,
department chairs must be highly skilled and trained to uphold dual roles.
The Need of Department Chairs
Higher education institutions’ landscape is often shifting and causing the department
chair’s job to be difficult and challenging. As these organizations are taking their time to address
issues regarding the increase in tuition costs, reducing funding, and increasing competition
between other colleges and universities, their landscape is radically changing. Unfortunately, due
to the change in landscape, the effect on academic leadership’s role is revealed in the changing
role of the academic department chair. Weaver et al. (2019) found that department chairs view
their position as more sophisticated than what department chairs experienced a decade ago. Their
challenging position has become an excessive deal of work at colleges and universities as they
are tasked with program planning, performance reviews, fiscal oversight, and supporting their
academic department to their college or university among broad external constituents.
Department chairs put in effect and carry out policies and procedures and focus on central
administration. For this reason, chairs are the vital connection between the administration and the
academic department (Armstrong & Woloshyn; 2017; Bystydzienski et al., 2017; Taggart, 2015).
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On top of being caught up with administrative duties and being an advocate for the faculty
department, they also find themselves in a perpetual tug between teaching and research
(Bystydzienski et al., 2017; Gardner & Ward, 2018). Studies showed that some higher education
institutions promoted teaching over research and vice versa, making both areas distinct in job
skill and approach, adding more tasks to the department chairs’ duties (Bystydzienski et al.,
2017; Gardner & Ward, 2018).
The department chairs’ role is to focus on developing quality by knowing and
understanding the institution’s track record (Bystydzienski et al., 2017; Gardner & Ward, 2018).
While at the same time, chairs are to be familiar with the institution’s model of governance so
that they can influence what is to be expected (Bystydzienski et al., 2017; Gardner & Ward,
2018). In other words, it is necessary to weigh the needs and desires of the faculty and
administration.
Developing quality for the institution consists of leadership development, communicating
with students to facilitate open communication regarding curriculum, overseeing the
department’s budget, meeting with senior administrators, and assisting faculty disputes
simultaneously (Bystydzienski et al., 2017; Gardner & Ward, 2018). In addition to working as a
scholar and manager, department chairs are required to deal with the changes and challenges in
higher education institutions by developing structures and processes for their faculty and
administrative departments (Austin & Sorcinelli, 2013; Bystydzienski et al., 2017; Gardner &
Ward, 2018).
After reviewing past studies on the role of the department chairs, it was evident that their
responsibilities could be broken down into several categories, such as administrative, leadership,
interpersonal communicator, and visionary or innovator. Additionally, each group comes with a
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set of roles and responsibilities that are part of each role. Evidence showed that the department
chair’s role oversees two job positions: the academic and administrative role. However, the
department chairs’ roles and responsibilities were consistently highlighted as ambiguous, unclear
in authority, and challenging to categorize as faculty or administrator. Unfortunately, the
different definitions of the department chairs’ job roles and tasks increase role ambiguity among
department chairs in higher education.
Department Chairs’ Role Challenges in Higher Education
Faculty members who transition to the department chair role have many challenges and
difficulties because the nature of transitioning from coworker to a managerial role has been
problematic (Armstrong & Woloshyn, 2017; Cowley, 2017). Researchers have shown that the
challenges and difficulties have formed ambiguities inherent in department chairs’ dual roles as
academics and administrators (Armstrong & Woloshyn, 2017; Cowley, 2017). According
to Weaver et al. (2019), 85% of the department chair’s responsibilities consisted of often meeting
with the dean. The researchers found that the meetings were considered a priority and insisted
that the department chairs meet about two weeks out of the month or at least once a month.
Moreover, department chairs indicated that the dean would set the agenda for chair meetings
62% of the time, while the remaining times were a collaborative effort in coming together. In the
meetings, 35% to 50% of department chairs felt responsible for managing the curricular process,
handling the program assessment, and writing the program’s annual report. Although the
department chairs’ role consisted of several job tasks, they were still responsible to other senior
managers and administrators while simultaneously representing their academic department
(Armstrong & Woloshyn, 2017; Cowley, 2017). Furthermore, department chairs face challenges
such as ordinary institutional demands to complete various organizational tasks like creating
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structures, budgets, schedules, policies, and systems (Armstrong & Woloshyn, 2017; Cowley,
2017). Department chairs are challenged with simultaneously leading their academic department
by enhancing the culture, vision, and encouraging faculty (Armstrong & Woloshyn, 2017;
Cowley, 2017).
Operating in dual roles has caused department chairs to be wedged in the radical
instabilities between upper management and their academic departments, which differ in what is
expected out of the role of the department chair (Armstrong & Woloshyn, 2017; Berdrow, 2010;
Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward, 2018). For instance, faculty
members were likely to assess the department chair’s role based on their ability to join in and
support research, encourage others, and offer help and counseling (Armstrong & Woloshyn,
2017; Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward, 2018). On the
other hand, upper management preferred department chairs to take responsibility for oversight
and develop professional management and business approaches (Armstrong & Woloshyn, 2017;
Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward, 2018). In other
words, senior administrators preferred department chairs to manage resources, initiate program
change, and problem solve in unilateral ways consistent with entrepreneur-based institutional
objectives and initiatives (Armstrong & Woloshyn, 2017; Berdrow, 2010; Bystydzienski et al.,
2017; Cowley, 2017; Gardner & Ward, 2018). In summary, department chairs are the
gatekeepers to both the faculty department and the central administration. However, neither
departments are aware of each other’s expectations; therefore, increasing the ambiguity among
the department chair’s job role.
Ironically, department chairs were not prepared or equipped with the organizational
power that influences institutional change (Armstrong & Woloshyn, 2017; Berdrow, 2010;
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Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward, 2018). Therefore, department chairs
have developed tensions as frontline middle managers and faculty leaders due to the demands
associated with sustaining their individual research, teaching, and administrative service agendas
(Armstrong & Woloshyn, 2017; Cowley, 2017). Researchers found that department chairs find
little to no ongoing guidance, typically rely on past practices, and are poorly prepared and trained
when entering their job role as department chair (Armstrong & Woloshyn, 2017; Cowley, 2017).
According to Weaver et al. (2019), 59% of department chairs indicated that an employee
orientation was available for department chairs at their university; however, 58% of new
department chairs indicated that the orientation was not made available to them, but they were
willing to attend if made accessible. The department chairs who had an opportunity to attend
orientation described their opportunity as immensely helpful. Other department chairs were
mentored by those who preceded them, which played an important role in them becoming
acclimated in their role. However, the authors found through the survey data that 56% of the
participants were not mentored, and 85% of the department chairs did not participate in any kind
of leadership training before they transitioned into their department chair role. Alas, department
chairs have a slight knowledge of the role expectation, task intricacies, time pressures, and the
possible harmful impact the role will have on their professional and personal relationships
(Armstrong & Woloshyn, 2017; Cowley, 2017). Additionally, chairs are reported to have
elevated stress levels due to the bureaucratic uncertainty, workload demands, conflict with
colleagues, research expectations, and organizational politics (Armstrong & Woloshyn, 2017;
Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward, 2018).
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Department Chair Role Challenges in Higher Education Concerning Gender
For discussion purposes, I investigated department chair role challenges relating to
gender (Bystydzienski et al., 2017; Dominici et al., 2009; Mullen, 2009). The study of gender in
higher education is a somewhat uncharted territory (Bystydzienski et al., 2017; Dominici et al.,
2009; Mullen, 2009). However, some researchers focused on gender and leadership regarding the
topic at hand but found that the department chair role challenges in higher education are broader
than gender consideration (Bystydzienski et al., 2017; Dominici et al., 2009; Mullen, 2009). The
primary focus on the topic concerns significant challenges that practicing leaders, regarding both
genders, have encountered within the administration and scholarship domains (Bystydzienski et
al., 2017; Dominici et al., 2009; Mullen, 2009). Therefore, the investigation regarding gender
leadership in academic leadership roles has been somewhat neglected (Mullen, 2009).
Nevertheless, some studies offer reported experiences of female department chairs and their role
challenges among their male counterparts.
For women leaders, the department chair job role is complex, and gender has an
influencing factor. There is a prevailing tension for female department chairs in higher education
(Bystydzienski et al., 2017; Dominici et al., 2009; Mullen, 2009). Female department chairs face
increased accountability and pressure to report departmental outcomes and simultaneously model
a democratic leadership style (Bystydzienski et al., 2017; Dominici et al., 2009; Mullen, 2009).
Some women department chairs have shared their feelings of powerlessness, such as not
controlling decision-making, but are limited to setting teaching assignments, releasing courses,
and other administrative duties that mirror domestic responsibilities (Mullen, 2009). In
comparison to male department chairs, only 23% of women department chairs spend their time
involved in scholarly leadership, which is an area they excel in as department chairs (Mullen,
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2009). However, some women department chairs are challenged with meeting the necessary
academic leadership criteria as they are bogged down with the bulk of administrative duties,
pressing their scholarly leadership duties into a secondary role (Bystydzienski et al., 2017;
Dominici et al., 2009; Mullen, 2009). Research also showed that although gender was a variable
contributing to role challenges for women department chairs, other participating factors
influenced the challenges in this role (Bystydzienski et al., 2017; Dominici et al., 2009; Mullen,
2009. For instance, 33% of women department chairs admitted that gender was not a factor
regarding job role challenges but felt a lack of experience was a contributing factor (Mullen,
2009). Other women department chairs resisted the notion of believing their role challenges were
specific to their gender (Mullen, 2009). For example, one female participant believed that gender
and personhood were inseparable, making it impossible to determine which were gender-related
issues (Mullen, 2009). Another woman participant stated that nonconfrontational tactics were her
best tools for accomplishing tasks, which she believed her methods could be a matter of gender,
personality, or leadership style (Mullen, 2009). Still, 67% of women department chairs had a
different perspective and felt that their colleges or departments gave unenthusiastic affirmations
regarding their accomplishments and made declarations of their statements (Mullen, 2009).
Furthermore, in another example, some women department chairs affirmed that their
male counterparts were more aggressive toward women and resisted the leadership of women
department chairs, which made their jobs more challenging (Bystydzienski et al., 2017; Dominici
et al., 2009; Mullen, 2009). For instance, male faculty, chairs, and administrators made power
plays and expressed their authority through pressure, intimidation, and fear, which were
described as the core issues among men and women department chairs (Bystydzienski et al.,
2017; Dominici et al., 2009; Mullen, 2009). Additionally, some women department chairs
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claimed that they or their staff were the targets of the said issues (Bystydzienski et al., 2017;
Dominici et al., 2009; Mullen, 2009).
Other gender-stereotyped roles and attributions were identified as male counterparts
having more respect in the colleges and considered the college’s brain (Bystydzienski et al.,
2017; Dominici et al., 2009; Mullen, 2009). Women department chairs believed that their male
counterparts received favorable treatment in the release of their courses and more significant
reactions regarding publicity for their research and reactions to their scholarship (Bystydzienski
et al., 2017; Dominici et al., 2009; Mullen, 2009). Other factors centered around the notion that
women department chairs believed they were perceived as soft leaders, although some found that
attribute to be useful as a leader in their college (Bystydzienski et al., 2017; Dominici et al.,
2009; Mullen, 2009). Nevertheless, others felt that they needed to develop the right leadership
skills to help them be more effective in their role (Bystydzienski et al., 2017; Dominici et al.,
2009; Mullen, 2009).
All the same, women department chairs were to appear warm and supportive of others
but strong (Bystydzienski et al., 2017; Dominici et al., 2009; Mullen, 2009). Women department
chairs were viewed as glorified administrative assistants, caretakers, and mothers (Bystydzienski
et al., 2017; Dominici et al., 2009; Mullen, 2009), while male department chairs took on research
initiatives on the academic side. Instead of hiring women department chairs for their skill set,
researchers found that universities needed to offset the need for female committee members but
still neglected gender inequities by giving women responsibilities that mirrored domestic roles
(Bystydzienski et al., 2017; Dominici et al., 2009; Mullen, 2009).
In conclusion, men and women department chairs encountered some of the same role
challenges that aligned with previous research. For instance, male and female department chairs
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struggled with role ambiguity, as they were unsure which role preceded the other role: academic
or administration. However, other variables affected women department chairs that were
considered more gender-specific, not focusing on this study. For instance, from the women
department chairs’ perspectives, their role challenges had less to do with job role challenges in
terms of tasks but more to do with feeling invisible, overlooked, and devalued, while their male
counterparts were considered more academically sound. Mullen (2009) found that 40% out of
800 department chairs consisting of both men and women shared and suffered the same role
challenges. Both genders struggled to make decisions that affected other employees, mediate and
resolve collegial differences, and assess faculty performance (Mullen, 2009). In other words,
department chairs’ role challenges were not a matter of gender inequity but a topic of leadership
and direction (Mullen, 2009).
Managing Position
Transitioning from faculty member to department chair is overwhelmingly challenging
due to the inconsistent and ambiguous nature of their role and the shortage in training for their
managerial task (Armstrong & Woloshyn, 2017; Berdrow, 2010; Bystydzienski et al., 2017;
Cowley, 2017; Gardner & Ward, 2018). As previously stated, department chairs have explained
the difference of responsibility regarding their academic and researcher role combined with the
challenges of adapting to the newness of their role and the lack of preparation. Armstrong and
Woloshyn (2017) found that department chairs have experienced being thrown in the cold. In
other words, the department chairs were not given detailed information that explained the
position’s role, challenges among senior administrators, and the volume of information that is
needed to be preserved (Armstrong & Woloshyn, 2017; Cowley, 2017). Department chairs
described their daily routines smashed with new information, incoherent and unstable. Moreover,
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their new role as chair was contrasted in comparison to their role as faculty (Armstrong &
Woloshyn, 2017; Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward,
2018). Likewise, department chairs found they often struggled with the task, were compressed
for time, and lacked control of their schedules, which resulted in constant overtime and feelings
of exhaustion, persistent unease, and uncertainty (Armstrong & Woloshyn, 2017; Cowley, 2017).
Managing People
Becoming a department chair comprises a lot of spontaneous traffic, which comes to the
chair, such as students, staff, and faculty. Therefore, it is essential for chairs to be accessible at
all times (Armstrong & Woloshyn, 2017; Cowley, 2017). Although communication is a
significant portion of the department chair’s position, department chairs often struggle with the
unfamiliar size and variety of data frequently given to them by students, faculty members, and
upper management (Armstrong & Woloshyn, 2017; Cowley, 2017). Also, department chairs’
access to confidential information provided them with a sense of power but also shifted their
longstanding relationships and provided ethical tensions related to how much information they
received and whom they should distribute the information to among the staff (Armstrong &
Woloshyn, 2017; Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward,
2018).
However, Armstrong and Woloshyn (2017) found that department chairs had a limited
power of confidentiality, and over time, it became more noticeable in their new position. Due to
the limited knowledge department chairs held, some had to rely or depend on administrative
assistants to help them in their position (Armstrong & Woloshyn, 2017; Cowley, 2017).
Furthermore, department chairs found that managing people was an ongoing source of tension as
they balanced competing needs of the department members and administrators. Department
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chairs assumed unfamiliar roles as counselors, supervisors, facilitators, and conflict managers in
which most of the department chairs were not familiar with the different roles (Armstrong &
Woloshyn, 2017; Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward,
2018).
Managing Self
Armstrong and Woloshyn found that department chairs who were exposed to a broader
social, political, and policy landscape of their higher education institution were profoundly
impacted regarding how they perceived themselves within their unit and the institution at large
(Armstrong & Woloshyn, 2017). The mental shift impacted the chair’s decision-making skills
(Armstrong & Woloshyn, 2017; Cowley, 2017). One of the main issues department chairs
struggle with was the wide-ranging views of possibilities, rules, and regulations (Armstrong &
Woloshyn, 2017; Cowley, 2017). Sometimes making one change would often cause ripples,
which would frequently impact other areas, causing more tension and frustration (Armstrong &
Woloshyn, 2017; Cowley, 2017). However, having a wide range of views of possibilities enabled
chairs to make more decisions, studies showed an increase of feeling accountable for others for
intellectual discord (Armstrong & Woloshyn, 2017; Cowley, 2017). Moreover, chairs struggled
with the tensions involved with having a personal voice versus their official voice (Armstrong &
Woloshyn, 2017; Cowley, 2017). In other words, chairs struggled with balancing their voices
when dealing with their faculty or upper management (Armstrong & Woloshyn, 2017; Cowley,
2017).
Weaver et al. (2019) focused on the challenges department chairs faced and found that
the role of department chairs mirrors previously identified literature reviews. The researchers
found that the role of the department chair continues to be a complicated role and that
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department chairs continue to struggle with managing people, others, and self (Gonaim, 2016;
Riley & Russell, 2013; Weaver et al., 2019). Weaver et al. (2019) found that department chairs
struggled with authority, lack of time for individual research, job-related tensions and pressures,
nonacademic faculty, and excessive workload (Gonaim, 2016; Riley & Russell, 2013; Weaver et
al., 2019). The numerous factors fundamental to the department chair’s role transition and
success into a management role provoke role ambiguity and exposes a lack of training (Gonaim,
2016; Riley & Russell, 2013; Weaver et al., 2019).
Researchers found that the overall result indicated that the struggle was due to colleges’
and universities’ economic struggle, which has increased administrative responsibilities
(Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). The structure of the colleges and
universities has changed and taken away the need for leadership training, academic development,
and professional preparation (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
Literature regarding the department chair role pointed out that leadership training was an
essential component in preparing department chairs with the knowledge they needed to serve
their academic organizations at best (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
Leadership development prepares department chairs with increased knowledge regarding
their role and a clear understanding of what task is part of their role (Gonaim, 2016; Riley &
Russell, 2013; Weaver et al., 2019). This knowledge is essential in helping leaders best serve
their college or university. Researchers stated that although many of their participants were able
to attend an orientation, many department chairs desired to take part in the leadership training
before becoming a department chair and preferred to have received ongoing training (Gonaim,
2016; Riley & Russell, 2013; Weaver et al., 2019). However, many department chairs did not
have an opportunity to be part of seminars and workshops or received training, nor did the
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colleges provide ongoing training (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
When department chairs take part in leadership training, colleges and universities reap the
benefits of an effective department chair (Gonaim, 2016; Riley & Russell, 2013; Weaver et al.,
2019). Adequately training department chairs will enable them to significantly keep up with
ever-changing innovative technology and management communication that is part of 21stcentury higher education institutions (Gonaim, 2016; Riley & Russell, 2013; Weaver et al.,
2019).
In comparison to past department chairs’ experiences, present department chairs share
similar qualities as their predecessors. Department chairs from the past and present dealt with
financial limitations, decreased enrollment, productivity and accountability reports, fundraising,
and changing technology (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). Due to
these ongoing challenges, colleges and universities are impacted in ways that require leaders
such as department chairs to be more innovative (Gonaim, 2016; Riley & Russell, 2013; Weaver
et al., 2019). The current colleges and universities require state-of-the-art leadership to succeed
(Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
Researchers found that sending higher education department chairs to formal leadership
programs such as the American Council on Education (ACE) can be a massive benefit for
leadership development (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). The ACE
leadership conference enables the new leaders to discuss areas where they feel undertrained or
lack the knowledge to successfully fulfill their job roles (Gonaim, 2016; Riley & Russell, 2013;
Weaver et al., 2019).
Discussing areas where department chairs lack knowledge and skills enables additional
leadership training to help the department chairs develop relevant and comprehensive leadership
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skills for chairs (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). As frontline
leaders, it is essential and critical for colleges and universities to sustain department chairs with
ongoing intense leadership training and support, especially for the daily challenges they face
(Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
As the role of the department chair continues to shift, department chairs’ required skills
will continue to differ and be more complicated than their predecessors (Gonaim, 2016; Riley &
Russell, 2013; Weaver et al., 2019). Despite the demanding and complex nature of department
chairs’ work, department chairs usually come to their role without professional preparation for
current leadership practices in the realm of academic leadership and administrative leadership
(Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). Unfortunately, chairs are likely to
face many academic and administrative problems when they step into their new job role
(Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
Faculty members who take on the role of department chair experience abrupt changes in
their work-life balance, and the stresses of their academic career, due to their teaching roles in
specific disciplines, are a far cry from their leadership and management role (Gonaim, 2016;
Riley & Russell, 2013; Weaver et al., 2019). Therefore, department chairs are often left
underprepared for their role. Faculty members attend graduate school to become scholars and
continue research for an academic discipline (Gonaim, 2016; Riley & Russell, 2013; Weaver et
al., 2019). However, department chairs report that dealing with bureaucracy, lack of time for
individual research, job-related stress, dealing with noncollegial faculty, and excessive workload
has been challenging (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). Moreover, the
challenges are magnified when they are not formally prepared to take on such a task (Gonaim,
2016; Riley & Russell, 2013; Weaver et al., 2019). Alas, department chairs are likely to face an
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immediate on-the-job situation that they will not be familiar with without formal preparation or
training (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). In other words, department
chairs will face situations where skills were not needed in their sole academic faculty roles
(Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). For instance, department chairs
must possess leadership abilities that consist of being adept in communication, conflict-control,
analytical thinking, and problem-solving (Gonaim, 2016; Riley & Russell, 2013; Weaver et al.,
2019).
Fascinatingly, the said list of requirements reflects the shared basic courses offered in the
business school core curriculum, where many chief executive officers and other business
managers obtain their primary management and leadership training (Gonaim, 2016; Riley &
Russell, 2013; Weaver et al., 2019). According to Weaver et al. (2019), a comprehensive study
conducted by the University Council for Educational Administration in 2016 found that 67% of
new department chairs stepped into their role without formal training. Of the department chairs
that received some training, they only received less than four hours. Lack of training contributed
to unnecessary stress for chairs, including feeling incompetent in their roles (Gonaim, 2016;
Riley & Russell, 2013; Weaver et al., 2019).
Department chairs must attend professional development training that focuses on jobrelated issues and managerial topics (Gonaim, 2016; Riley & Russell, 2013; Weaver et al.,
2019). Moreover, these training resources and opportunities need to be available on an as-needed
basis (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019). Due to the lack of training
and resources, department chairs face circumstances that scholars described as a double-faced
person looking in two directions simultaneously (Gonaim, 2016; Riley & Russell, 2013; Weaver
et al., 2019). In other words, department chairs hold the stance of one face representing the
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administrator or manager’s role and the other face representing the academic role (Gonaim,
2016; Riley & Russell, 2013; Weaver et al., 2019). As stated earlier, department chairs are the
go-betweens of their faculty department and the administration as they try to meet the needs of
both sides simultaneously. In other words, department chairs mediate the interest of the college
at the same time favoring the needs of their academic department (Gonaim, 2016; Riley &
Russell, 2013; Weaver et al., 2019). Without the pressing need for leadership development or
additional training, role ambiguity will continue to rise among department chairs in higher
education (Gonaim, 2016; Riley & Russell, 2013; Weaver et al., 2019).
In summary, when faculty members transition into department chair roles, they come into
their role not fully prepared due to the lack of training or ongoing guidance to support them in
their role. If chairs are not provided with proper training to help them better face their challenges
better, they will continually deal with their role’s inconsistent and ambiguous nature.
Theoretical Framework
Role Theory
The term role has developed different perspectives over time and formally alludes to an
organized set of behaviors. However, it has also been used to define the tasks and activities
carried out as part of a person’s work (Whitelaw, 2010). One of the most important issues
discussed regarding the term role is how individual performance at work and job satisfaction has
influenced expectations with concerns to role (Whitelaw, 2010). Over the past 30 years, the
study of role has risen and contributed to organizational behavior and effectiveness (Whitelaw,
2010). Furthermore, philosophers have disagreed about the theory of role that might provide
opportunities for the redirect and enrichment of organizational theory (Whitelaw, 2010).
Moreover, researchers have suggested that a greater emphasis on the study of role can help
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people better understand the right balance between getting the most out of their employees and
providing them with the highest possible job satisfaction and job preservation (Whitelaw, 2010).
Whitelaw (2010) found that there was an aspect to role that individuals should be aware
of because of its consequence for role performance, job satisfaction, and staff turnover. The
aspect is called role ambiguity, which is an individual’s lack of understanding about the rights,
privileges, and obligations of a job. The basis of role ambiguity stems from the misunderstanding
of what is required of an individual to successfully complete their job (Whitelaw, 2010). Sadly,
this misunderstanding can lead to the individual producing substandard performance within the
workplace (Whitelaw, 2010). Also, role ambiguity can occur due to the lack of clear direction
from the organization and management or a failure on the part of the individual to consider what
is required of them fully (Whitelaw, 2010). While some individuals are unthinkingly oblivious of
what is expected of them, most individuals are profoundly distressed and perplexed by role
ambiguity (Whitelaw, 2010).
Also, and maybe most importantly, if a person is doing their job well, this could also lead
to high levels of anxiety and stress, which will have an adverse effect upon the person’s level of
job satisfaction (Whitelaw, 2010). When an individual is not adequately thriving in their role, the
chance of high staff turnover is more prevalent (Whitelaw, 2010). Therefore, it is essential that
managers ensure employees fully understand and appreciate what is expected of them in terms of
having a clearly defined task to be completed and what standard the task should be achieved
(Whitelaw, 2010).
Role Ambiguity
Role theory offers the theoretical basis for the study of role ambiguity. Role theory is a
set of conceptual and interconnected theories that are at the root of social science as a whole
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(Biddle, 2013; Curran & Prottas, 2017; Pelletier & Berkeley, 2015; Skogstad et al., 2014;
Yodanis & Yodanis, 2003). Role theory is a set of normal behavioral patterns ascribed to the
person’s job position within an organization or other societal collective units where the specific
individual is referred to as the main person (Curran & Prottas, 2017; Palmisano, 2001; Pelletier
& Berkeley, 2015; Skogstad et al., 2014; Yodanis & Yodanis, 2003). Likewise, around the
individual is a set of people in different roles that interact with the key person, such as
colleagues, clients, managers, etc. (Pelletier & Berkeley, 2015; Yodanis & Yodanis, 2003). The
main person also will have views of how they must act and conduct themselves in their positions
and most often will unfold certain attitudes and actions in accordance with their job role
(Pelletier & Berkeley, 2015; Yodanis & Yodanis, 2003). To help an individual make sense of
their role expectations and role identity, organizations rely on certain cues, symbols, and signs
such as job titles, clothes, uniforms, and office size (Pelletier & Berkeley, 2015; Yodanis &
Yodanis, 2003). However, there is often confusion in the decoding process as individuals might
suffer from role-related problems such as role ambiguity (Yodanis & Yodanis, 2003).
Role theory defines role ambiguity to be unclear as to what a person would be expected
to do. For example, are certain managers responsible for only authorizing tasks with staff, or
should they also produce staff? Role ambiguity can lead to tension, anxiety, and insecurity, and it
can influence a person’s morality and incentive to work and ability to execute responsibilities
effectively (Prakasa & Yulianti, 2020; Yodanis & Yodanis, 2003). Moreover, role theory
suggests that each worker has a specific set of rights and obligations within their role (Yodanis &
Yodanis, 2003), but employees who lack the understanding about their authority, duties, or way
in which their work can be assessed need to own those rights and obligations or their role
becomes diminished. Role ambiguity is an aspect of role theory that organizations need to be
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aware of because of its impact on role performance, role satisfaction, and staff turnover (Austin
& Sorcinelli, 2013; Carter & Harper, 2016; Tidd et al., 2004; Whitelaw, 2010).
Also, researchers found that role ambiguity has been a contributing factor to the cause of
stress, pressures, and strains, which affect energy levels that lead to negative sentiments and
feelings (Austin & Sorcinelli, 2013; Carter & Harper, 2016; Tidd et al., 2004; Whitelaw, 2010).
Furthermore, role ambiguity creates uncertainty as to the structural objectives and significances
that will lead employees to mismanage remaining energies and efforts (Austin & Sorcinelli,
2013; Carter & Harper, 2016; Tidd et al., 2004; Whitelaw, 2010). Whitelaw (2010) asserted that
the sources of role ambiguity are due to the misunderstanding of what is required of a person in
their workplace to complete one’s job successfully. Whitelaw (2010) also found that unusual
circumstances of some people being sublimely and thoughtlessly ignorant of what is expected of
them caused employees to be severely troubled and confused by the uncertainty. Moreover, and
perhaps even more imperative, especially if the individual is doing their job well, could also lead
to high levels of anxiety, fear, and stress, adversely affecting the person’s level of career
satisfaction (Carter & Harper, 2016; Tidd et al., 2004; Whitelaw, 2010).
Role Ambiguity and Leadership
Role ambiguity can also result from the professional jurisdiction, in the sense that one’s
occupational environment has knowledge, power, or credibility to ensure implementation of a
particular range of tasks (Austin & Sorcinelli, 2013; Carter & Harper, 2016; Tidd et al., 2004;
Whitelaw, 2010). Or a specific person has the position to make decisions about the specific job’s
requirements, implementing multiples aims of expertise that can increase role ambiguity (Carter
& Harper, 2016; Tidd et al., 2004; Whitelaw, 2010). On the contrary, when organizations
preserve clear paths of communication among employees, role ambiguity is significantly
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reduced, which in turn makes influential leaders (Carter & Harper, 2016; Tidd et al., 2004;
Whitelaw, 2010). However, organizations that are considered less structured or possess informal
workplace environments are likely to increase role uncertainty among employees in the
workplace (Carter & Harper, 2016; Tidd et al., 2004; Whitelaw, 2010). Without any formal job
descriptions, clear lines of communication, or defined job roles within the organization,
employees have difficulty establishing their specific role within the institute (Carter & Harper,
2016; Tidd et al., 2004; Whitelaw, 2010). This type of role ambiguity could possibly cause
tension between staff as a result of the inability to plainly separate individual tasks (Carter &
Harper, 2016; Tidd et al., 2004; Whitelaw, 2010).
Role Ambiguity and Citizenship Behavior in the Workplace
Lee et al. (2016) found that role ambiguity has affected organizations’ context by
changing organizational citizenship behavior (OCB). Organizational citizenship behavior
provides concrete benefits for employees within organizations in various industries (Gilani &
Rabbani, 2020; Lee et al., 2016), and that its behavior should be promoted to enhance
organizational performance by changing the way individuals interact with each other in the
workplace. The authors have found that increasing OCB means to loosen the social machine in
the workplace by reducing friction, increasing efficiency, and enhancing coworker and
managerial productivity (Lee et al., 2016). Loosening the social machine promotes better
resources, improves coordination, and strengthens the organization’s ability to attract and retain
better employees (Lee et al., 2016). However, due to role ambiguity, OCB cannot function
properly for the benefit of workers in the workplace (Lee et al., 2016). In other words, the
organization’s structure is the anatomy of any organization that provides the foundation and
framework for how the workplace operates (Lee et al., 2016). For instance, the organization’s
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structure affects employees’ behavior and attitudes, which can regulate or cause differences in
how one conforms to workplace rules (Lee et al., 2016). Moreover, role ambiguity can begin to
influence the variations in the organization, thus taking away what leaders within any
organization have enforced to ensure that people conform to what is necessary and required to
maintain workplace standards (Lee et al., 2016). The organizational structure is a type of method
that signifies the expected behavior and leadership in the workplace, which creates a division of
labor, task, and interrelationships or interdependencies among job roles (Lee et al., 2016).
However, when role ambiguity happens and causes unclear parameters, employees are likely to
adopt behaviors to resolve their work issues (Lee et al., 2016). Unfortunately, role ambiguity has
caused employees to be dissatisfied with their role in their organization, creating a turnover, poor
job performance, and several attitude variables that affect their job role and job task (Lee et al.,
2016). The consequences of role ambiguity have proposed that high levels of role ambiguity
result in several disparaging psychological effects that adversely influence any organization’s
effectiveness (Lee et al., 2016).
As previously stated, role ambiguity happens when employees are unclear about their
role restrictions (Lee et al., 2016). Consequently, the employees deal with coping behaviors to
find ways to solve the difficulties they experience at work and eventually circumvent stress (Lee
et al., 2016). Moreover, employees who adopt coping practices often use the responses as a
defense mechanism to help change their situation, which causes employees to become
dissatisfied with their job role (Lee et al., 2016). Role ambiguity has potential cost implications
in the workplace, such as a decrease in job performance and unfavorable psychological effects
(Lee et al., 2016). Unfortunately, the impact of role ambiguity is likely to unsympathetically
influence any organization in its entirety when individuals are not sure how to perform their
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given roles or tasks (Lee et al., 2016). Moreover, these effects consist of strains, pressures,
anxiety, aggression, frustrations, low productivity, performance, and turnover (Lee et al., 2016).
In conclusion, the study of role ambiguity is vital for organizations as individuals need to
understand one’s role from a personal perspective (Lee et al., 2016). Understanding role
uncertainty among employees can instill motivation, satisfaction, and increase positive job
productivity. Such understanding can influence the individual’s motivation, satisfaction, and
performance (Lee et al., 2016). In the long run, managers and employees need role clarity to help
ensure that they focus on the task that is purposeful for the organization, enabling employees to
be motivated, satisfied, and perform well. In the long run, employees need role clarity to ensure
they are not working on the wrong task based on the organization’s mission and also for
organizational effectiveness (Lee et al., 2016). Lastly, employees who suffer from role ambiguity
are invariably observed to be preoccupied with trivial chores, thus creating high levels of
uncertainty that reduce job satisfaction, create work anxiety, and increases tension levels (Lee et
al., 2016).
Evidence of Role Ambiguity
The evidence for role ambiguity clearly shows that individuals in the workplace who are
not given clearly defined job roles would potentially continue to deal with role ambiguity
(Armstrong & Woloshyn, 2017; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran
& Garipağaoğlu, 2013). Furthermore, employees will continuously be caught in two currents and
lack understanding of which role or tasks take precedence over the other (Armstrong &
Woloshyn, 2017; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran &
Garipağaoğlu, 2013). For this reason, it may be hard to assess the critical matters of an
individual’s duties if the expected results are not transparent (Armstrong & Woloshyn, 2017;
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Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013).
Likewise, employees might continue to produce poor quality performance and blame their low
productivity on their role uncertainty regarding the confusion of duties (Armstrong & Woloshyn,
2017; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013).
Department chairs are the primary representatives for department faculty, staff, and
students (Armstrong & Woloshyn, 2017; Normore & Brooks, 2014; Riley & Russell, 2013;
Vatanartıran & Garipağaoğlu, 2013). As a result, department chairs are the vital link between
senior administration and the faculty department members (Armstrong & Woloshyn, 2017;
Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013). Because
department chairs are between two positions, the chairs often experience challenges such as
vagueness or uncertainty in their job task of overseeing managerial functions and leading their
academic department that was not expected prior to accepting their position (Armstrong &
Woloshyn, 2017; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran &
Garipağaoğlu, 2013).
With this in mind, department chairs are somewhat surprised when holding the role of
scholar and chair as they have leadership skills that differ from their predecessors (Armstrong &
Woloshyn, 2017; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran &
Garipağaoğlu, 2013). Schwinghammer et al. (2012) surveyed department chairs regarding their
perception of their position compared to those who chaired before them (Schwinghammer et al.,
2012). The department chairs felt that the job was much more than they had anticipated,
including the lack of time to communicate to staff and faculty members and had no time to
complete their job nor attend required meetings (Schwinghammer et al., 2012).
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Leadership Development for Department Chairs
Research indicated that 30% of faculty members who accepted their position as
department chairs received formal training to prepare for their new role (Schwinghammer et al.,
2012). Only half of the individuals trained for one to five hours, while 10% received 10 or more
hours of training (Schwinghammer et al., 2012). Consequently, 71% of faculty members were
without any training to fulfill their required duties as department chairs (Schwinghammer et al.,
2012). Likewise, a lack of training and leadership skills has caused department chairs to come to
their position unprepared, increasing the chance of role ambiguity (Armstrong & Woloshyn,
2017; Aziz et al., 2005; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran &
Garipağaoğlu, 2013). The dichotomous nature of the department chair moving from scholar to a
managerial position increased their role uncertainty as they were unsure about which role was
superior to the other (Armstrong & Woloshyn, 2017; Aziz et al., 2005; Normore & Brooks,
2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013). As a middle person,
department chairs are accountable to senior managers while at the same time representing their
faculty departmental interest (Armstrong & Woloshyn, 2017; Aziz et al., 2005; Normore &
Brooks, 2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013); thus, their roles are
complicated further by the demands of the numerous tasks placed on them by both departments
(Armstrong & Woloshyn, 2017; Aziz et al., 2005; Goodall et al., 2017; Normore & Brooks,
2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013).
Department Chair Promotion
Faculty members have viewed the position of the department chair as a septic prize and
are reluctant to accept the job. For this reason, department chairs may come into their place by
moral suasion or a revolving system that can depend on the scholar’s age or their ability to
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handle the job (Goodall et al., 2017). Nevertheless, the complexity of the job role requires
department chairs to complete the numerous managerial tasks and provide leadership for their
faculty department (Armstrong & Woloshyn, 2017; Aziz et al., 2005; Normore & Brooks, 2014;
Riley & Russell, 2013; Vatanartıran & Garipağaoğlu, 2013).
Oftentimes, chairs become conflicted regarding the relative importance of their position
(Armstrong & Woloshyn, 2017; Aziz et al., 2005; Normore & Brooks, 2014; Riley & Russell,
2013; Vatanartıran & Garipağaoğlu, 2013). Although department chairs’ work consists of
supporting their faculty department and advocating for students, senior administrators are
pressuring department chairs to become more professional by organizing, managing, and
assuming the position of a business person or innovator (Armstrong & Woloshyn, 2017; Aziz et
al., 2005; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran & Garipağaoğlu,
2013). Senior management prefers department chairs to take more of a management approach
and possess a managerial attitude in terms of being more practical in daily operations (Armstrong
& Woloshyn, 2017; Aziz et al., 2005; Caron, 2019; Normore & Brooks, 2014; Riley & Russell,
2013; Vatanartıran & Garipağaoğlu, 2013).
However, administrators’ methods have pushed department chairs into the current two
challenges: the academic and administration storm (Armstrong & Woloshyn, 2017; Aziz et al.,
2005; Caron, 2019; Normore & Brooks, 2014; Riley & Russell, 2013; Vatanartıran &
Garipağaoğlu, 2013). Similarly, studies showed that department chairs were forced to problem
solve unilaterally in line with the entrepreneur-based purposes and ideas but were not trained or
provided the necessary power to affect such institutional changes (Armstrong & Woloshyn,
2017; Aziz et al., 2005; Caron, 2019). Thereby, research implies that in the coming years,
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department chairs will need professional development to acquire the abilities needed to approach
the complex challenges they face daily (Berdrow, 2010; Caron, 2019).
The Power of the Department Chair. When chairs are unable to fulfill their role
effectively, there is a lack of confidence and trust between administrators and faculty because the
needs of both constituents are not understood (Armstrong & Woloshyn, 2017). In this manner,
role uncertainty, strains, and pressures are inherent in the department chair role due to the
constant challenges and cultural shifts that require an extensive amount of adjustments
(Armstrong & Woloshyn, 2017; Riley & Russell, 2013). Higher education institutions rely
heavily on department chairs, as they are the connection for meeting faculty and students’ needs
as their role is closely aligned with academic pursuits (Armstrong & Woloshyn, 2017; Riley &
Russell, 2013). Yet, the department chair’s leadership role is continually being interwoven with
managing operating systems, monitoring progress, and assessing performance (Armstrong &
Woloshyn, 2017; Riley & Russell, 2013). Furthermore, when faculty members transition into the
role of the department chair, it is common for them not to be sure of what is expected for their
new position (Armstrong & Woloshyn, 2017; Riley & Russell, 2013).
Most often, tenured or nontenured faculty who transition to the department chair role
based on their ability to teach skillfully and do research come to their position to advocate for
policies and procedures and promote the interest of faculty and students (Riley & Russell, 2013).
Nevertheless, as stated previously, department chairs are often unexpectedly become wedged in
the middle of political tendencies between upper management and faculty members that differ
regarding the relative significance of these roles (Armstrong & Woloshyn, 2017; Normore &
Brooks, 2014; Riley & Russell, 2013).
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What Department Chairs Expect. Department chairs come into their new role hoping
to establish and maintain a vision, often for change, rather than being responsible for putting the
changes in place and overseeing progress (Riley & Russell, 2013). But due to department chairs
being poorly prepared to take on their new job role and lacking the necessary skills to
sufficiently meet the requirements of their job position, the task complexities and time demands
evoke elevated stress levels (Armstrong & Woloshyn, 2017). Research showed that department
chairs were continually looking in two directions and facilitating the issues between
administration and faculty and vice versa. Still, without adequate training and preparation,
uncertainty in this position will continue to be on the rise (Riley & Russell, 2013). In spite of
having creditable whys and wherefores for having accepted the role of the department chair, the
lack of certainty has led to mistakes, lost opportunities, and ineffectiveness (Riley & Russell,
2013).
The position of the department chair is classified as a position of stress as their role is
regarded as a first-line supervisor and colleague who is responsible for enforcing university
policies and meeting the academic needs of their department (Caron, 2019; Vatanartıran &
Garipağaoğlu, 2013). However, chairs are typically unable to satisfy both forces in conflict and
scarceness (Vatanartıran & Garipağaoğlu, 2013). When faculty members take on the role of the
department chair, it becomes a highly challenging and thought-provoking position in the sense of
trying to balance relationships between the academic and administration department.
Furthermore, department chairs experience resistance coming from both academic and
administrative departments at the same time (Vatanartıran & Garipağaoğlu, 2013).
Even if chairs are provided with some form of power, they are without adequate
resources to do their jobs sufficiently (Armstrong & Woloshyn, 2017; Aziz et al., 2005;

40
Bozeman et al., 2013; Vatanartıran & Garipağaoğlu, 2013). Research on department chairs in
higher education is evidence that department chairs experience role uncertainty when asked to
take on dual roles. Moreover, it is difficult for the chairs to strip or rid their old ways of thinking
when trying to circumnavigate their new position competently and successfully.
Related Literature
Researchers have explored the roles, responsibilities, and challenges of department chairs
in higher education and found that empirical research has been limited in scope (Weaver et al.,
2019). Moreover, the study showed that research has failed to keep up with the evolving nature
regarding the role of department chairs in higher education. Weaver et al. (2019) collected data
from a survey of department chairs at a small rural university in the United States. The
researchers explored the department chairs’ perspective on job-related stress, bureaucracy issues,
excessive workload, noncollegial faculty, and training for department chairs (Weaver et al.,
2019). Findings show that the current study and previous practical research are in line with
previous findings and explain the need for academic department chair leadership preparation and
support to help department chairs obtain a clear understanding of their job role (Weaver et al.,
2019).
Similarly, another study concentrated on leadership in higher education and how
management depended deeply on department chairs (Riley & Russell, 2013). Additionally, when
faculty members take on the role of the department chair, it is typical for them to be unclear
concerning the expectations of their new role (Riley & Russell, 2013). Riley and Russell (2013)
discovered that department chairs need specialized training, which is a vital element in preparing
department chairs with the expertise to succeed in their role. The researchers used a qualitative
research study to understand the experiences of the department chair pertaining to their duties
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and tasks (Riley & Russell, 2013). The survey results determined the need for professional
development for department chairs in higher education to help provide the chairs with the best
methods of leading and serving their departments (Riley & Russell, 2013).
A third study focused on department chairs in the northern part of America who face a
shortage of senior academics willing to take on the role of the department chair (Feuerstein,
2015). Unfortunately, academic members were often excited to take on the role of the
department chair, only to find out that the position was stressful and unpleasant (Feuerstein,
2015). Moreover, due to the dissatisfaction with the department chair role, careers in the role of
the chair are often short-lived (Feuerstein, 2015). In this study, the researcher concentrated on
the chair’s ability to manage themselves regarding their emotional responses to the tensions and
stressors in their role (Feuerstein, 2015). Findings showed that department chairs needed
effective professional development to communicate successfully and provide chairs with an
understanding of the type of emotional labor in the chairship (Feuerstein, 2015). Furthermore,
the findings indicated that organizations and administrators need to make available the assistance
department chairs require to be successful and satisfied when in their roles (Feuerstein, 2015).
Conclusion
The multifaceted role of the department chair in higher education has a lot of moving
parts and takes a trained person who can both serve and coordinate the academic and
administration area. Higher education institutions rely heavily on department chairs as major
change agents and managers who will continue to grow in knowledge and skill as the institution
responds to outside pressures for efficiency and responsibility. Furthermore, the central
administration is not skilled enough to preserve program quality; therefore, the administration
strongly depends on the success of department chairs in joining institutional and departmental
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needs despite the ambiguous nature of the chairs’ position. However, without clearly defined
roles and continued training to support the role of department chairs, there is little hope of
becoming collectively effective. Nevertheless, this knowledge is tentative to department chairs in
Christian colleges, as there are few empirical studies on the perspective of department chairs in
Christian colleges in the United States. In the following chapter, I will provide the research
design and method on how to obtain the perspective of role transition regarding department
chairs in Christian colleges.
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Chapter 3: Research Method
The purpose of this qualitative study was to explore the department chairs’ perceptions of
their job role transitions at Christian colleges. The chapter focuses on the rationale for the
research approach, setting, research sample, data sources, data collection methods, data analysis
methods, issues of trustworthiness, and limitations.
Rationale for the Research Approach
Selecting a research approach should always be carefully chosen based on the capacity to
respond to the research purpose correctly and help answer the research question (Leavy, 2017;
Patton, 2015). For this study, I chose qualitative research. I obtained Abilene Christian
University’s Institutional Review Board approval to conduct the study (see Appendix A). I sent
out invitations to department chairs asking if they would be interested in being study participants
(see Appendix B).
Qualitative research is an approach to research that is predominantly concerned with
studying the nature, quality, and meaning of human experiences (Willing, 2016). The qualitative
approach speaks about what has happened to the participant (Willing, 2016). Qualitative design
helps with increasing understanding of how people experience, handle, and cope with the
situations they find themselves facing (Willing, 2016). Moreover, qualitative research has
become more widely used over time, differing in the objectives, practices, and type of insight
qualitative research can generate (Willing, 2016). This study focused on the nature and
objectives of basic qualitative research for this study’s purpose and to answer the research
question.
Merriam (2009) stated that basic qualitative research is developed theoretically from
constructionism, phenomenology, and symbolic interaction. Additionally, a researcher who
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chooses to use a basic qualitative method is interested in understanding people’s actions, how
they understand their worlds, and what meaning they attribute to their encounters and practices.
The purpose of basic qualitative research is to comprehend how individuals make sense of their
lived experiences (Merriam, 2009). Also, the purpose of qualitative educational research is to
enhance the practice of researchers by helping researchers obtain an in-depth understanding of
effective educational processes through basic qualitative design (Merriam, 2009). For instance, a
basic qualitative approach can enable a researcher to expose tactics, methods, and procedures of
highly efficient administrators and educators, which is not viable with quantitative approaches
(Merriam, 2009).
In this study, I chose a basic qualitative approach to explore the department chairs’
perceptions regarding job role transition. Basic qualitative research enabled me, the researcher,
to understand their individual experiences and their meaning-making processes (Leavy, 2017;
Patton, 2015; Turner, 2010). According to Leavy (2017), qualitative research allows scholars to
build a strong awareness of a topic, unloading the meanings people attribute to their lives
through events, situations, experiences, individuals, and objects. Qualitative methods aim to
produce an explicit explanation of the structure, order, and broad patterns found among a group
of participants (Patton, 2015). For instance, qualitative inquiry includes gathering quotes from
individuals to authenticate and contemplate the meaning of what is being said, and reports,
defines, and construes what was studied (Patton, 2015; Yüksel & Yıldırım, 2015). Additionally, I
used the qualitative method to grasp individuals’ beliefs, experiences, attitudes, behaviors, and
interactions. In other words, the basic qualitative approach enabled me to understand how the
department chairs derive meaning from their settings and how their meaning affects their
performance (Leavy, 2017; Patton, 2015; Turner, 2010).
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Method
For this study, I chose a qualitative interview method to obtain knowledge regarding the
department chairs’ perception of job role transition. Interviews are commonly used in research
styles across disciplines, and there are several types of interview methods available to qualitative
researchers (Leavy, 2017; Patton, 2015). However, I chose a semistructured interview meeting,
which enabled me to ask open-ended questions (see Appendix C), allowing for a discussion
instead of following a formalized list of questions (Leavy, 2017). Put another way, the interview
was not a straightforward process (Leavy, 2017; Patton, 2015), but it enabled me to engage in an
in-depth conversation, which elicited information (Brinkmann, 2013; Leavy, 2017; Patton,
2015).
Qualitative interviewing has become an indispensable technique in the social sciences
and humanities and also in many other scholarly disciplines (Brinkmann, 2013; Leavy, 2017;
Rubin & Rubin, 2005). Some have claimed that interviewing has become the predominant
resource for participating in social sciences and society on the subject of the issues that concern
human beings (Brinkmann, 2013). Thus, human beings have taken part in discussions as an
essential tool to acquire knowledge about others (Brinkmann, 2013; Leavy, 2017; Rubin &
Rubin, 2005). Likewise, individuals talk with each other to discover how people perceived their
world and how they evolved as individuals in general (Brinkmann, 2013). Over the past few
decades, these conversations have been refined and labeled as interviews (Brinkmann, 2013).
From a metaphysical aspect, all human participant research is intimate since we are
semantic creatures, and communication is best experienced in the context of dialogue
(Brinkmann, 2013). Interestingly, the term interview illustrates the interactive and interaction
between the natures of human life (Brinkmann, 2013). Brinkmann stated that an interview is a
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literal explanation of itself, which is a swap of views between two persons, conversing about a
subject of shared interest (Brinkmann, 2013). In basic qualitative interviewing, the researcher is
motivated by the aim of extracting information useful to the study without explanation or advice
(Patton, 2015). As the researcher, I wanted to derive meaning from the department chairs’
beliefs, experiences, attitudes, and behaviors and how they interacted during their role transition.
That is to say, the basic qualitative interview method was the best choice for this study because it
allowed me to understand how the participants gained significance from their situations and
surroundings and how their meaning influenced their performance (Leavy, 2017).
Therefore, the qualitative approach was the best fit for answering the research question,
thus providing a strong rationale for interviewing participants in this study. Lastly, the basic
qualitative interview method allowed me to dig deeper into the responses of the department
chairs rather than what a survey-based quantitative study would provide.
Sampling Participants and Setting
Sampling participants and setting inform the reader of who participated in the study, how
the participants were found, and where the research occured. In this study, I interviewed
department chairs in Christian colleges who work in their current roles. I used convenience
sampling that involved identifying participants based on accessibility to me and got a research
ethics clearance from the colleges’ research ethics board (Given, 2008; Leavy, 2017). For
instance, I work in a small Christian college and explored the department chair’s perception
regarding job role transition. Therefore, I began the study in my workplace and its adjoining
schools (see Figure 1).
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As it pertains to the participants, I took a genuine interest in getting to know the
participants by being the first to introduce myself and describe my role. In addition, I also
watched for barriers between the interviewees and me and the interviewees and showed a keen
interest in the participants (Leavy, 2017). Moreover, I interviewed the department chairs in an
artificial setting, such as video conferencing, which provided me with the best participants
available (Leavy, 2017) due to a worldwide pandemic.
On January 21, 2020, the Centers for Disease Control and Prevention (CDC) learned
about a new virus called the coronavirus (COVID-19; Piquero et al., 2020). The COVID-19
pandemic has affected every country worldwide and every person in one form or another
(Piquero et al., 2020). To keep the spreading of the virus and ensure everyone was safe, public
health officials enacted a stay-at-home/shelter-in-place lockdown-style order to reduce the spread

48
of the virus (Piquero et al., 2020). Therefore, I chose Zoom videoconferencing for this study as a
healthy, safe option for the participants and me. Zoom videoconferencing provides an
opportunity to generate data for qualitative researchers and is cost-effective and convenient for
in-person interviews (Gray et al., 2020).
Furthermore, Zoom videoconferencing enables individuals to participate without having
an account or downloading any type of program. It also allowed me to specify how I wanted to
conduct the interview session (Gray et al., 2020). Zoom offers a live link that only requires one
click to join the meeting and screen-sharing capabilities to display important documents, such as
research information, letters, or a consent form for discussion (Gray et al., 2020). Also, Zoom
includes password protection for confidentiality and record-keeping capacity to either the host’s
computer or Zoom’s cloud storage (Gray et al., 2020). However, saving the recorded information
to my personal computer or personal virtual storage enhanced the participants’ confidentiality.
The data saved to a company’s cloud storage might leave the data vulnerable (Gray et al., 2020).
Lastly, Zoom has the ability to save the interview session into two files: audio and a
combined audio-video file (Gray et al., 2020). In comparison to audio-video files, the condensed
size of audio-only files facilitates the ease and efficiency of sharing with a transcriptionist and
other research data storage programs (Gray et al., 2020). This feature also supports individual
preferences about being recorded with audio and video or audio alone (Gray et al., 2020). For
instance, if participants did not want their face video recorded to protect their privacy or for
personal reasons, an audio-only choice recorded the interview between the participant and
interviewer (Gray et al., 2020). The simultaneous audio and video recording of me, as the
researcher, with an audio-only recording of the participants, helped maintain the interviewer and
interviewee’s in-person connection while respecting their requests (Gray et al., 2020).
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Although Zoom is an excellent setting to conduct research interviews, there are some
risks and warnings that the participant and I needed to be aware of before beginning the
interview process (Gray et al., 2020). Consequently, conducting interviews in an online setting
might provide an opportunity for technical difficulties to arise (Gray et al., 2020). For instance,
there could be issues regarding audio, improper devices, unreliable Internet connections, loss of
Internet connections, freezing, or other audio and video disturbances (Gray et al., 2020).
Likewise, if the participant was not in a quiet place alone, background noise distractions and lack
of privacy could occur (Gray et al., 2020).
Furthermore, while videoconferencing software provides the participant and an
interviewer the ability to hear and see each other, they do not occupy the same environmental
space, resulting in missed opportunities for the interviewer to recognize the participant’s physical
space and respond to body language and emotional cues (Gray et al., 2020). In addition, I
followed an interview protocol to ask questions and record answers during the semistructured
interview (see Appendix C; Creswell & Creswell, 2014). Although I did a videoconference, I
also took handwritten notes in case the recording equipment failed (Creswell & Creswell, 2014).
Further, I developed an interview procedure (see Appendix C), which included
components such as writing down the date, location, participant, and identifying myself
(Creswell & Creswell, 2014). Likewise, the instructions I followed were prepared to adhere to
standard procedures regarding semistructured interviews (Creswell & Creswell, 2014). At the
beginning of the interview, I asked simple questions to help the participant become comfortable,
followed by open-ended questions that lead to more in-depth questions (Creswell & Creswell,
2014). I also had follow-up questions and gave space between questions for the participant to
explain his or her answers in more detail (Creswell & Creswell, 2014). Finally, I concluded the
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interviews by asking if they would like to add anything else and thanked the participants for their
time during the interview.
Data Collection
One-on-one videoconference interviews were used to collect data. As the researcher, I
used Zoom videoconferencing to draw or bring forth accurate accounts of the department chairs’
experiences in Christian colleges. Furthermore, I asked 16 open-ended questions to allow the
participants to include more information regarding their feelings, attitudes, and understanding of
the question. The type of inquiries used were opinion and belief interview questions that focused
on capturing the participant’s perceptions. The purpose of the questions was to elicit a
comprehensive account of the persons’ experiences and perceptions of the phenomenon
(Creswell & Creswell, 2014; Givens, 2008; Leavy, 2017; Patton, 2015; Roulston & Choi, 2018).
Semistructured, open-ended interviews enabled me to probe or use follow-up questions to
gain clarification relative to what the interviewees had already stated (Lavrakas, 2008; Roulston
& Choi, 2018), thereby generating a free-range conversation about the topic that was directed by
what the participants had to say. Additionally, the qualitative design was used to obtain
knowledge about how one might think or believe in the most direct way and focus on what is
going on within the person in an attempt to grab the opportunity to describe their lived
experiences (Creswell & Creswell, 2014; Givens, 2008; Leavy, 2017; Patton, 2015). Lastly, I
aimed to describe the phenomenon as much as possible in concrete or lived experiences through
terminology in alignment with the recommendations of Creswell and Creswell (2014), Leavy
(2017), and Patton (2015).
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Data Analysis
Data analysis is the process of applying realistic techniques to explain and demonstrate
the researcher’s findings; the process of data analysis and interpretation makes it possible for the
researcher to answer the particular research question (Creswell & Creswell, 2014; Leavy, 2017;
Patton, 2015). Because data does not speak for itself, a researcher needs to speak for the data
through analysis (Leavy, 2017; Patton, 2015). In this study, I chose to focus on individuals to
understand their views of working in dual roles in their work setting.
Further, I chose one of the most commonly used qualitative inquiry methods, which is
called the interview process (Saldaña, 2013). During an interview, I asked participants directly
and openly about their personal experiences related to the study’s topic (Saldaña, 2013). Next, I
focused on the participants’ values, attitudes, beliefs, knowledge, or understanding of various
topics or any other pertinent matters (Saldaña, 2013). Also, I exercised different skill sets such as
understanding appropriate interview etiquette, maintaining conversations, and continuously
examining responses to determine what question was most suitable to ask next (Saldaña, 2013).
There are many types of interviews, such as face-to-face, telephone, online video, and
chat programs, any other dialogic series of questions is considered an interview (Saldaña, 2013).
However, most interviews are conducted live and have an advantage over other interview
methods because they enable the researcher to analyze responses as participants speak (Saldaña,
2013). Furthermore, many types of interviews permit the researcher to ask follow-up questions,
change the course of an inquiry, or otherwise drive the conversation in ways that can produce
richer responses from participants (Saldaña, 2013). Moreover, in all types of interviews,
researchers must know how potential power dynamics influence and affect an interview. The
researchers and participants might come from different backgrounds in terms of gender, sexual
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orientation, race or ethnicity, socioeconomic status, and so on (Saldaña, 2013). While it might
not be feasible to replace this, researchers should be aware that interpersonal dynamics will
likely affect any interview; therefore, researchers should make efforts to create an unbiased
relationship as possible (Saldaña, 2013).
Semistructured Interviews
One of the most regularly used methods in qualitative inquiry is the semistructured
interview (Saldaña, 2013). As the name indicates, these types of interviews provide a degree of
structure and allow the researcher to adjust course as needed and according to their interview
analysis (Saldaña, 2013). When analyzing or examining an interview, the researcher will pay
close attention to the participants’ answers and no answers, which consist of vocal tones and
body language (Saldaña, 2013).
Developing a detailed list of questions addressing all topics was needed to elicit the
necessary answers desirable to address the research topic (Saldaña, 2013). According to Saldaña
(2013), the questions should be listed in a comprehensible, sensible order to naturally help the
participant flow from one question to the next. Beginning with a simple question can help the
participant through the interview and build rapport with the interviewer before probing deeper
into detailed, intricate, complex, or sensitive questions (Saldaña, 2013). Furthermore, when the
researcher cannot foretell particular responses from the participant that will redirect the interview
flow, the interviewer must prepare several follow-up questions to ask depending on any given
participant’s response (Saldaña, 2013). In conclusion, the researcher must be an active listener
and coparticipant during the semistructured interview process, as opposed to structured
interviewers who ask straightforward questions and simply record a response and move on to the
next question (Saldaña, 2013).
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Data Preparation, Organization, and Coding
After collecting and analyzing the data, I engaged in preliminary jottings. Preliminary
jottings enable the researcher to start coding as the researcher collects and formats data before
the fieldwork is completed (Saldaña, 2013). Upon transcribing recorded interviews, I jotted
down any primary words or phrases used as codes on the transcripts for future reference
(Saldaña, 2013). Preliminary jottings were not accurate or final in this stage but were used for
ideas for analytic consideration while the study is still in progress (Saldaña, 2013). It is essential
for the researcher to not rely on memory for future writing but get a glimpse of the transcripts
while the researchers’ memory is still fresh (Saldaña, 2013). I put the jottings in distinct sections,
such as bracketing, capitalizing, bolding, or italicizing (Saldaña, 2013). For instance, I made
three columns, divided the columns by raw data, and put preliminary codes and final codes on
the data (Saldaña, 2013). Moreover, I thoroughly read while jotting and looked for ideas, topics,
or noticeable patterns and themes (Saldaña, 2013). It was vital that I did not abbreviate but write
completed code words and phrases to stay focused (Saldaña, 2013). Moreover, keeping a copy of
the research question, research concern, theoretical framework, and the study’s goal helped me
stay focused (Saldaña, 2013). Finally, coding one participant at a time enabled me to contrast the
data and influence and affect the recoding of the first set of data and the remaining participants’
data (Saldaña, 2013).
After learning how to code via hard copy and developing a basic understanding of the
ground rules of qualitative data analysis, I applied that knowledge base by working with a
computer-assisted qualitative data analysis software (CAQDAS) program such as NVivo
(Saldaña, 2013). NVivo stored, organized, managed, and reconfigured the data, which enabled
me to reflect on the data (Saldaña, 2013). Moreover, NVivo allowed me to store video
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documents in their files (Saldaña, 2013). I stored each interview transcript one by one before
importing the data corpus in the program (Saldaña, 2013). The type of coding I chose for this
study was called in vivo coding, not to be confused with the software program NVivo (Saldaña,
2013). In vivo coding is a type of coding that enabled me to honor the participants’ voices and to
ground analysis from each participant’s perspective (Saldaña, 2013). In vivo codes used the
participants’ natural language as codes rather than the researcher generating words and phrases
(Saldaña, 2013). Furthermore, in vivo coding is the practice of assigning a label to a section of
data, such as interview transcripts (Saldaña, 2013). Choosing in vivo coding was based on the
ideal of the study. It provided me with a way of looking at the study (Saldaña, 2013).
Furthermore, if needed, I moved to the second cycle of coding called patterns (Saldaña,
2013). Pattern coding is a second cycle coding type that develops the “meta-code” by identifying
similarly coded data (Saldaña, 2013). Pattern coding organizes the full data and attempts to put
meaning to that organization (Saldaña, 2013). Pattern coding is a type of coding that explains or
describes emergent themes or patterns that pull together much material into a more meaningful
unit of analysis (Saldaña, 2013). Furthermore, pattern coding enables the researcher to group
those summaries into smaller sets, themes, or ideas (Saldaña, 2013). Likewise, if needed, second
cycle coding methods allow the researcher to reorganize or reanalyze data from the first set of
data (Saldaña, 2013). Second cycle coding enables the researcher to fit categories together to
develop a more comprehensible synthesis of the data in its entirety (Saldaña, 2013).
Additionally, a researcher might have to recode data to collect accurate words or phrases that
were not discovered in the first coding round (Saldaña, 2013). However, some codes are likely to
be merged due to their similarity, and other codes would be reassessed due to uncommonness
(Saldaña, 2013). Likewise, some codes that seem like good ideas from the first round may be
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discarded as they might be redundant or borderline ideas after the entire data has been
thoroughly reviewed (Saldaña, 2013). In other words, a researcher will thoroughly assess the
transcript for the utility in the overall coding scheme (Saldaña, 2013).
In summary, analyzing data is for thoroughly inspecting data to find useful information to
inform a conclusion. To analyze data meticulously, a researcher must examine the data several
times through first and second cycle coding to develop the best ideas, patterns, and themes for
the best results (Saldaña, 2013).
Issues of Trustworthiness and Validity
It is essential for those who read or utilize the researcher’s findings to understand what
the researcher did, as well as the justification or rationale for doing so (Leavy, 2017). In other
terms, I accounted for the methodical strategies employed and described the role I played in the
project (Leavy, 2017; Patton, 2015). Also, I evaluated this qualitative interview study based on
thoroughness and congruence. Thoroughness refers to the careful understanding of the
researcher’s project components that consisted of sampling and data collection (Patton, 2015).
However, congruence refers to how each component of the research project fits together, such as
the fit between the research questions, methods, and the findings; data collection and analysis;
and the fit between the current research project and previous research on the topic (Patton, 2015).
To evaluate thoroughness and congruence, I asked two questions: “Can you see what was
done and why?” and “Do the components of the project fit together?” In qualitative studies, the
study’s validity speaks to the credibility or trustworthiness of the project, including any claims
and conclusions made from the findings (Leavy, 2017). Additionally, validity speaks to the
quality of the research project, the rigor of the methodology, and whether the readers can have
confidence in the findings. Finally, confidence-building consisted of proper research methods
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used for the research purpose, data gathered, and appropriate conclusions determined from the
research findings.
Assumptions, Limitations, and Delimitations
The most common assumption for a research study is usually the truthfulness with which
participants will respond (Terrell, 2016). In this study, it was assumed that the department chairs
would be truthful and forthcoming about their perceptions relating to job role transition
regarding their role as a department chair. I chose a semistructured interview, enabling the
participants to participate in discussions rather than answering a formalized list of questions. In
this study, I provided fictitious names for the Christian colleges and random numbers instead of
names, prohibiting them from being identified. In other words, I preserved the anonymity to help
the participants be more comfortable. Also, I completed the institutional review board (IRB)
training to ensure that measures taken would be strengthened to ensure confidentiality would be
achieved. Informing the participants about completing the IRB training helped them understand
the steps I took to recognize potential ethical dangers and obstacles, eliminating possible
discomfort and anxiety. Lastly, participants were notified that they had the right to leave the
study without ramifications.
The possible limitations of this study were twofold. Only one type of data was analyzed,
namely, interviews; therefore, other types of artifacts might have produced different results. The
second limitation was the self-report method. The self-report method consisted of asking the
participants about their feelings and attitudes regarding the phenomenon. Therefore, this method
could produce findings different from what participants actually did in their situations. This
study’s delimiting factors were restricted to department chairs in Christian colleges currently in
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the department chair role. Moreover, the scope of the study was limited to department chairs’
perceptions regarding job role transition.
Ethical Considerations
In this study, I needed to preserve the ethical standards throughout this research. The
names of Christian colleges remained confidential by giving them fictitious names, and the
privacy of the participants was achieved by giving the participants random numbers instead of
names. Therefore, the names of the colleges and participants were prevented from being
identified. Completing the IRB training ensured that I was trained in recognizing potential ethical
dangers and obstacles that removed the discomfort or possible anxiety regarding research
questions. Moreover, getting consent forms signed by participants revealed minimal risks
involved in the study, and the participants had the right to leave the study at any time without
any ramifications. Upon returning the written consent forms by the department chairs, I provided
information regarding the nature of the study and the risks of participation to the proposed
participants. Before the participation process, risk exposure was meticulously discussed among
participants by asking them questions before signing the consent form. The signed form will
remain locked in a filing cabinet in my office, where it will remain for several years post the
study. Furthermore, the form will be shredded to promote further confidentiality.
Chapter Summary
In conclusion, a basic qualitative approach was the best tool for this study due to its
ability to address the research question and interview questions. The basic qualitative approach
enabled me to understand the participants’ actions, how they perceived their worlds, and what
meaning they ascribed to their experiences (Merriam, 2009). In other words, the overall purpose
of basic qualitative research is to understand how individuals perceive their lived experiences

58
(Merriam, 2009). Additionally, numerous research problems can be addressed through many
different research methods (Kvale, 2008). However, it is essential to select a method that will
best address the research purpose and answer the research question (Leavy, 2017). If the wrong
method is used to address the purpose and answer the research question, then valuable time
would be lost, and the purpose for interpretations of what was found would be useless.
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Chapter 4: Results
The purpose of this qualitative study was to explore department chairs’ perceptions of
their job role transition within Christian colleges in the southern region of the United States. This
chapter contains the basic qualitative interview methodology study results to answer the
following research question: What are the perceptions of department chair’s job role transitions
at Christian colleges?
This chapter also discusses how the analysis was conducted and how it ties back to the
research question. In this study, I conducted 10 in-depth interviews to evaluate department
chairs’ perceptions regarding their transition from an academic position to an administrative role.
The participants were department chairs at six Christian colleges in Texas and Oklahoma or the
southern regions of the United States. However, the demographic details such as age, gender,
ethnicity, or years of experience were kept hidden to maintain participants’ confidentiality and
anonymity, considering the schools were small and the participants could be easily identified,
and it was my prime responsibility to maintain confidentiality (Bryman & Cramer, 2012;
Neuman, 2014).
Once the interviews were conducted online via Zoom, I hired a dissertation data analyst
who was qualified to analyze qualitative data. Hiring a data analyst helped me break down the
intricate details, which helped me to organize the data and get a clearer perspective of what to
write. The data analyst could playback the recorded files to easily transcribe the interviews
verbatim using NVivo software. After the transcription process, the interviews were coded and
analyzed using NVivo software. Organizing and analyzing data by hand is a puzzling and timeconsuming process (Pope et al., 2000). Therefore, the data analyst used a Computer Assisted
Qualitative Data Analysis Software (CAQDAS) such as NVivo to carry out the analysis in a
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more organized and effective way (Zamawe, 2015). NVivo guaranteed effortless and wellorganized coding for nonnumerical data and helped me classify, sort, and arrange information
and examine relationships in the data.
In this study, the data analyst assisted me in using NVivo software to accommodate the
basic qualitative research methodology, data formats, and develop themes and codes. Formats
such as audio files and videos were uploaded in NVivo to help identify trends and cross-examine
information in many ways using the software’s search engine and query functions. Notes were
made using the software’s memos, and a body of evidence was built to support the research
study. Additionally, Bezeley (2007) believed that using NVivo could enhance qualitative data’s
transparency, validity, and reliability. Nevertheless, in vivo coding was used to label a section of
data, such as an interview transcript, using a word or a phrase taken from that section of the data
(Given, 2008). Likewise, the participants’ actual uttered words were stressed, which further
allowed the respondents to give meaning to data themselves that might not have been possible in
other ways (Manning, 2017).
While analyzing the data, the data analyst helped me find six interrelated themes, which
consisted of perceptions about the department chair, experiences in transitioning to the
department chair, perceptions about necessary skills, barriers and facilitators in monitoring
issues, others’ perceptions about the role of departmental chair, and recommendations. The
themes, subthemes, and respective in vivo codes are portrayed under each table that follows.
Perceptions About the Departmental Chair
Perceptions about departmental chairs were the first theme found. Further, the overall
opinion about departmental chairs’ perceptions about the role as department chair and the daily
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practices as department chair was also included in this theme. Table 1 shows these subthemes
and the in vivo codes.
Table 1
Perceptions About the Role of Departmental Chair
Theme

Subthemes

In Vivo Codes

Perceptions About
Departmental Chair

Overall Opinion About the
Role of Department Chair

I have exceeded my expectations. I don’t
know if I’ve exceeded other people’s
expectations.
I think it is more about being a peer and
more than being a boss.
I love it; it’s a lot of fun.

Role As Departmental Chair

It is a facilitator.
I am basically a mediator.
A faculty [member] while you do all this
stuff.
I am the person who organizes the
academic schedules.
I act as an advisor.
I’m more of a consensus builder.
An advocate for the department.
I’m a peer.
I also function as an informal associate
dean.

Daily Practices As Department Depends on what time of year it is.
Chair
Being a faculty [member] to being an
administrator.
Interact with students and faculty.
Giving feedback.
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Overall Opinion About the Department Chair
I inquired about the overall opinion of the respondents about the department chair. A
respondent stated that the department chair is an important role as they stated,
I think my overall opinion of the role as department chair is that it’s a necessary position
in the school because each degree needs lots of time and attention. And you need to have
someone willing to give that time and attention to make sure that each degree is teaching
the right content, that students are taking the right kind of classes, and as students are
prepared to do what, what you say you’re going to be able to do when you graduate once
you get out.
However, another participant stated that the departmental chairs were there “to help students to
be competitive and enjoy their educational experiences.” The respondent further said,
My opinion is that being department chair, I guess, my role is to make sure that in terms
of students, making sure that we offer the best that facilitation we can for the students to
make sure that they are brought into the 21st century is very competitive.
One respondent discussed it is a step to get more success in life and stated,
I thought it was a ladder step. Like if you want to climb at all in the institution like this is
where you make your decision. Either you stay faculty forever, or you have to share in
order to go on to anything else. So, I thought it was kind of like a step. In the
administrative process, I also thought it was a leadership position.
In contrast, one participant argued it is a challenging job and said, “I think this whole idea of
managing the curriculum of the programs, assessing programs, making improvement, managing
students, schedules, budgets, those sorts of things.”
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I Have Exceeded My Expectations. I Do Not Know if I Have Exceeded Other People’s
Expectations
One participant argued,
I have exceeded my expectations. I don’t know if I’ve exceeded other people’s
expectations. My sense is that I might have, although I had good, you know, this Raiders
that were in people that were their faculty members that were there at the time have been
these people that have always suggested I’d be the next academic dean.
I Think It Is More About Being a Peer and More Than Being a Boss
A participant stated that being a department chair is more about being a peer. They stated,
I think it is more about being a peer. And more than being a boss … It’s less that we’re
the boss and more that we’re kind of the one that makes sure that we’re moving in the
direction we need [to] be, be going. And I think that’s probably key to understanding how
we relate to instructors, how we relate to administration, and how we relate to ourselves
as peers, I think that’s probably got it.
I Love It. It Is a Lot of Fun
Moreover, most of the respondents stated that they loved being department chair and
enjoyed their role:
My opinion is I love it. But you know, to be honest, there’s not been many, there hadn’t
been many jobs that I haven’t enjoyed. So that’s my nature, and I think in academia, I
love what I do.
I enjoy it. In general, I enjoy it. There [are], of course, moments where it’s
stressful. But overall, I think it’s a good experience.
Likewise, another respondent commented,
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Well, I love it. It’s a lot of fun. I get to work with some amazing people. And it’s very
fulfilling, and especially, and that’s part of what you’re doing with your study because we
are on Christian campuses, spiritual fulfillment, that joy, I get that you’re where you’re
supposed to be right now.
Role as Departmental Chair
The participants were asked about their role as department chairs. Most of them stated
that they were facilitators, counselors, advisors, and advocates of the department, faculty, and
students. The department chairs had a range of roles. One participant stated, “From schedules to
budget, to students, to the catalog to curriculum, just keep all that floating.” Others commented,
I work collaboratively with the division dean and the provost of the college, who is the
vice president of academic affairs. So, I assistant faculty training, and I made with the
faculty regularly just observe and monitor, and just to hold them accountable just for
assign works and instruction. So also, assist with the planning and the delivery of their
orientation or new faculty members.
We have total responsibility, everything associated with the transference of
knowledge, handling administrative tasks, includes hiring and firing and evaluation of
adjuncts.
I was in charge of managing the department of a budget. I was in charge of
overseeing the curriculum implementation and assessment. I was in charge of managing
all of the agenda items for all the agenda items that were discussed in department
meetings … I was also charged with making all presentations to that group on behalf of
the department … And then I also managed all student complaints that were associated
with the department.
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The in vivo codes obtained from the data are described in the following sections.
The Department Chair Role Is a Facilitator
One participant defined his role as a “facilitator” and said,
I believe that my role as department chair is to be a facilitator. And that to facilitate the
faculty within the department so that they have the opportunity to be the best that they
can be. And to facilitate changes within the department as a whole. And that is not just
working with your faculty, but working with administrators and working with other
facets of the university, working with the alarms working with the community. So, if I
put into one word to be a facilitator.
Similarly, another participant stated,
I was just that person that facilitated shared governance for the purpose of making
academic decisions and trying to bring people together to arrive at some consensus
because, remember, those individuals didn’t report to me for evaluative purposes, they
reported to the dean.
I Am a Mediator
Some participants defined their role as mediator or liaison, and one participant said, “I’m
basically a mediator between admin and faculty and between faculty and students.” Likewise,
another respondent stated, “I deal with administration above me and liaison between that and
adjuncts and students.” The participant further argued, “I still had to be that buffer person
between the state, federal government, our program, and our institution to make sure that we
were always compliant.”

66
A Faculty Member
Additionally, most participants reported that besides being department chair, they did not
give up teaching. Along with the administrative tasks, they continued to fulfill their academic
responsibilities. A participant stated,
The reality is it doesn’t matter what release time you say because you end up doing
whatever it takes to make the rest of the department work. So, I’m teaching my same
classes; I may have lost two, but I gained two others that I don’t have a professor for. So,
if the adjunct for me is to help our department roll. Well, I didn’t land that on top of
another professor I swallowed it up. So, I prep, but yeah, the whole being a faculty while
you do all this stuff. I can’t believe I forgot about that; this is huge.
Another participant likewise argued,
I’m a teacher. I believe that’s what God has gifted me … I’m a teacher, whether it’s at
church here, the institution, so administration doesn’t really name me, doesn’t excite me,
doesn’t thrill me. I do not live to be the Bible department chair; I live to be the professor
of [the] Bible.
I Am the Person Who Organizes the Academic Schedules
A participant defined his role as organizing academic schedules. Another respondent
stated,
As far as dealing with instructors goes, I would define that as helping to put adjuncts in
classes, and on occasion, put full-time faculty members and classes … it’s a little bit
more of an assignment role with the adjuncts and a little bit more of a, I guess, giving
permission allowing role with the full-time faculty.
Likewise, another participant stated, “I recruit, and I hire adjunct faculty members.”
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I Act as an Advisor
Some respondents defined their role as an advisor and stated,
I would define the role as someone who encourages students and helps students along
through the program. At our college, we act as the main advisors for students. And so, if
students have questions about what classes to take, or substitutions, or can I take this
before I take that, then I’m the person they would come to.
I act as an advisor, I put together the program itself, I oversee adjuncts and make
sure their courses are meeting the standards that must be met in order for our students to
be successful with their certification exam.
I Am More of a Consensus Builder
A participant discussed that he defined the role as a team leader and stated,
I’m more of a consensus builder than someone who has an agenda for the department.
Not that I don’t have a vision for the department. But I’d like to build consensus. So, I
see myself [as] more of a team leader rather than someone who’s in charge.
An Advocate for the Department
One participant stated his role as “an advocate for the department and for the faculty and
for the students in my department within the broader university.”
I Am a Peer
A participant stated that the role of department chair was like a senior peer and said,
One of my roles as department chair [is] to kind of be like the senior peer. I am in the
classroom, you know, I teach what would be a full load of probably a larger university.
And so, I’m not some isolated guy, I’m a peer.
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I Also Function as an Informal Associate Dean
One respondent stated they act as an informal associate dean if needed and commented,
As the senior faculty member and the senior department chair at my institution, I also
function as an informal associate dean. Usually, when the cabinet is thinking about major
stuff, they will have the vice president for academic affairs, the institutional advancement
guy, and they’ll often call me.
Daily Practices as Department Chair
The respondents were asked about their daily practices being department chairs. The
participants reported that they did various tasks ranging from being a faculty member to being an
administrator. The in vivo codes explanations are provided in the following sections.
Depends on What Time of Year It Is
The majority of respondents said that what the department chair actually does
significantly depended on the time of the semester. A respondent stated in detail,
I think that I guess it sort of ebbs and flows, depending on what time of year it is, you
know, right now [it] is January. And its registration period. So, I think a lot of what you
would see me doing is answering questions from students as they prepare to register for
classes. A lot of what you would see me doing is answering questions of professors who
are gearing up to teach classes, especially if they’re having issues with their textbooks or
anything like that ... if you were to spend the day with me, you know, around October or
around March or April, we would be looking at, you know, making sure all of our books
are in and that all the next semester’s books are ready. If you were to spend a day with
me in August, we would be making sure that all the course scheduled classes are ready
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for the spring and that we’re putting the proper faculty members in each class for the
spring.
Being a Faculty Member to Being an Administrator
When asked about being a faculty member to being an administrator, a participant stated,
I have certain time periods where I do certain things. And so, I have like a research block,
I have an administrative block and the teaching block, I still teach. And then I have space
left over where students can make appointments. And then every now and again, there’s
administrative meetings that get regularly scheduled, and then emergency administrative
meetings.
In addition, other interviewees commented,
There were some days in which my activities were strictly the activities of a faculty
member. I taught a class [where] I worked with students, I was doing research and
whatever I was doing, so some of my days were the faculty member days. And then there
were some of my days in which they were more administrative. So, there were days in
which I had meetings with administrators and the senior staff, and there were days in
which I conducted meetings, and there were days in which I met with students for
administrative purposes. There were days in which I was in a budget meeting. So that at
least in our place, the department chair job was not as continuous.
As far as being the department chair, [it] concerns other days. I do quite a bit,
[and] it depends on the time of the semester that it is, and, you know, what is coming up
as far as due dates in regard to things like right in front of us, right now, they just put up
that we’re going to, you know, that with the courses that I am responsible for as far as
overseeing the selections of textbooks.
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Interact With Students and Faculty
One respondent discussed, “Sitting in and great writing or some other research students’
presentations, we did that kind of on a weekly basis.” The participant further added, “Several
meetings, several situations where you had to interact with students and faculty to help them see,
just to interact with the students to just help them move on with whatever situation that they felt
that they were in.” Another participant replied,
Going to a lot of places, doing a lot of things, interacting with a lot of students and
adjuncts and other department chairs, [you] think you would find me very interested in
how people are doing and how they [are] feeling? And how can I help? I think you’ll find
that I will be doing a lot of praying for people and class. And I think the other thing that
you would find is that high-energy kind of guy. Hence, mostly the department chairs
spend time interacting with and solving the issues of students and faculty.
Give Feedback
The respondents highlighted that giving feedback to new faculty or adjuncts was their
duty, and they stated that they “love it.” One respondent explained,
On occasion, the academic dean will let me know that he wants me to go, you know, if
this course is an on-campus course you’d like for me to go sit in the back in the
classroom and just give some feedback in regard to, in regard to a new, new professor or
a new adjunct. And, you know, I will let them know that I’m available for whatever it is
that they need. And I try to, I try to be an encourager.”
Another respondent also stated,
I love to have more time to sit in their classes and for them to sit in my classes where we
give each other feedback because that’s how we grow, not just waiting on evaluations
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from students, but it’s that real time [that] I like to do some coteaching with them with
other departments chairs.
Experience in Transitioning to the Departmental Chair
The second theme attained from the data collected from several participants was “the
experience in transitioning to the role of department chair” (see Table 2).
Table 2
Experience in Transitioning to Departmental Chair
Theme

Subthemes

In Vivo Codes

Experience in Transitioning to
the Department Chair

Reaction to
Those Experiences

I was excited.
I thought it would be much easier than
what it ended up being.
I was surprised.
I have really enjoyed becoming a
department chair.
I felt really privileged.
It’s very fulfilling.
Increasing my workload.
It’s a little too rigid.

Approach to the
Transition

I moved to a new office.
Locking myself away.
I prayed a lot.
God is just going to put you where He
needs you.

Preparedness for the
Transition

Previous experience.
As well prepared as I could be.
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My degree supposedly prepared me, at
least in a book way, to take on more
administrative roles.
I was not prepared.
Problems Faced in
Transitioning

Conflict management.
New requirements, new pressures, new
stressors.
Mess up another faculty member’s
desires.
There was nothing written down.
Did things a little bit differently than the
previous department chair.
Distancing problems one of the hardest
things that I had to do.
I just don’t understand the elongation of
time.
Supervisors that were more
micromanaging.
Balance between faculty and
administrative duties.
To release underperforming instructors.
The chain of command.
I wish I’d been given some sort of
SWOT analysis.
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The respondents explained their experiences in detail:
In transitioning to the role of department chair, I really did not receive any kind of formal
training, it was just sort of a step up, we want just sort of a position that was just told we
want you to accept this position. And so, I just took a couple [of] years just to sort of feel
comfortable working at this because I worked as a faculty member.
I started out at the university in a nonacademic position within the athletic
department actually, as a first-ever athletic trainer that they had. But when I came to the
university, they wanted me there specifically to start an academic program in athletic
training. And so, after two years of a nonfaculty role, even though I was teaching, a
position opened up because we had to have it for a program director and athletic training.
So that’s how I got started really in academia was [as] a program director.
Soon as I arrived on the scene, I was doing the administrative side of it. I’ve done
administration before as a pastor, and I’ve done administration as a dean of students, so
administration wasn’t, it was, you know, somewhat [of a] different administrative task,
but it wasn’t like administration was foreign to me. So, I did adjust. So, but that’s how
my transition took place.
[The] transition was a little bit different because it’s more of a practical degree,
whereas my studies have been more in academia, if you will, as opposed to more
academic degree oriented rather than practical degree oriented.
It was definitely more than what I had expected originally, but I already directed a
program at the time. And I already worked on the administration of a federal grant. So, I
had some administrative experience related to financial aid and business office. And so,
some of those tasks were easier for me because I was already doing it as, as program
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director, and as you know, the director of those federal grants. But clearly, there were a
bunch of other things that I had to do as department chairs that I had never done before.
Reactions to Those Experiences
I investigated the reactions of the respondents while transitioning. Most of the
respondents reported that they were “excited, happy, and surprised,” whereas some reported
pressure because of the increasing responsibilities. One of the respondents stated,
I think that initially, it took me a while to get into the flow of things. Now, I think I’m
there; I think I’ve settled into a routine and a pattern that is manageable. But initially, it
was kind of something I had to figure out by myself. You know, what was my role? How
do I need to spend my time?
I Was Excited
Some respondents stated that they were “really excited” about the position and
commented,
I was excited about the opportunity to have more of a leadership position. Because I felt
that as a program director, being department chair gave me more control over what I can
do as a program director.
I’m just really excited, I feel like I can do even more, I’ve gotten sort of
comfortable in the role of department chair.
I Thought It Would Be Much Easier Than What It Ended Up Being
One participant stated they thought the position would be easier, which turned out to be
wrong. The participant said, “I thought it would be much easier than what it ended up being.” In
addition, one participant stated, “I think that it was rather naive of me to believe that I could do
both. Well, three jobs equally well.” Another participant commented,
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And these are just really honest, they were naive, it was, this job is really easy. I thought,
man, I can make this job so much easier. I know how I’m gonna do that. I thought, okay,
this is easy.
The respondent added, “My reactions to those early experiences were very naive, very not
humble. And just thinking, this is gonna be pretty easy once I get [the] hang of some of the
unknown operational items.”
I Was Surprised
Nonetheless, one respondent commented they were very surprised and stated,
I had aspired to, to being a department chair or some kind of administrative role like that
at some point along the way. And I was, I was surprised that I was given that amount of
authority initially upon arriving at that point and felt like that the dean and the associate
dean had a lot of confidence in me for putting me in that role.
I Have Really Enjoyed Becoming a Department Chair
One participant stated, “My experiences or reactions to these experiences, rather, I think,
has been very good, I really enjoyed it.”
Further explaining the reason for having a good experience, the participant claimed,
I think it’s been good for me because I enjoy the administrative side of things, I enjoy
looking at the school and go, hey, where’s this school going to be in 10 years, where is it
going to be in 15 years. And it’s a really, it’s been really encouraging to sort of see how
the school has even changed over the last nine years that I’ve been here.
I Felt Really Privileged
Three participants linked their transition to spirituality and stated they felt privileged
because God gave them this great opportunity. One respondent said,
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I’m a believer. And, therefore, I realize that God doesn’t always call you to your place of
passion, I think that’s a mistaken idea. Often, he uses passions to get you to where, where
he wants you to be. I think God has called me to be the Bible department chair at my
institution. That doesn’t mean I have to enjoy every part of the experience.
The participant additionally stated,
God gifted me. And he put me here, he, this is my assignment for now, in my calling, this
is my assignment. It may not be my assignment next year, but it’s my assignment right
now. And I owe it to the institution, I owe [it] to God [to] do my best job.
A similar comment was made by another respondent, who mentioned,
I felt really privileged, I was really happy to be given that position. Because it as a faculty
member, in some instances, I felt sort of restrained, particularly in terms of I do a lot of
grant writing. And in terms of grant writing, grant Sanibel is sort of looked at, you need
to be department chair for this. Our or better, whatever. So, it was great to have the
freedom.
Similarly, another participant stated, “Transitioning into this role has just been really kind of that
natural pathway that the Lord has put me on, and I just kind of go, yes, sir, wherever we’re
going, I guess we’re going this way.”
Increasing My Workload
To some participants, transitioning meant an increase in workload. As one of them
responded, “Increasing my workload, and, and having to manage time.”
Likewise, another participant stated,
My scholarship suffered … my service to the community also suffered some, I was
involved in less things than I was before. But so, you know, it was really a time
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management issue for me because it was more than what I had expected, because I also
continued to manage the grant that I was managing, and directing the program that I was
directing so that it was kind of piled on.
It Is a Little Too Rigid
A participant stated that sometimes it felt too rigid being a department chair:
I feel that sometimes it’s a little too rigid that, as a chairman, we’re kind of bridging the
gap between the faculty and the administration. But, you know in the faculty in the
department treat you like faculty, but the administration teachers like an administrator.
Another participant said that there was “a little bit of the politics in the department,” and it was
hard to handle.
It Is Very Fulfilling
When asked about being a department chair, one participant stated,
I look back and see where we started and where we are now. And it’s really kind of
amazing, [what] the Lord has done and how it’s grown and the students that he’s bringing
our way. So, um, it makes me happy. It’s very fulfilling, lots of joy.
Approach to Transition
Several respondents were asked about their approach to transition. The participants
responded,
It was big dreams, a little bit of arrogance. And maybe the most solid approach was I’m
going to build trust with everybody so that we can accomplish great things.
I had come in to start at the beginning of an academic year as opposed to in the
middle. But I think it made it, it made it a more for me an easier transition. Because that,
you know, things were already in place. And I had an opportunity to observe for the
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better part of a semester before I had to jump in, you know, getting gear, you know, in
regard to that part of the administrative part of the role.
Transitioning again to where now, now you have the responsibility of not only
doing that for yourself but making sure other professors who are working with you are
doing that. How are the students doing, and so every step has added that little extra
responsibility, a little bit more professionalism technically, [and] program directors are
serving in an administrative role. And I never would have dreamed that I would be in that
role. Even today, I still kind of view myself as I’m just a teacher. And really, that’s one of
my jobs. Not the whole job.
My approach initially is to be customer-centric, right. So I brought that over from
business. And in this world, academia, I see a customer in students, a lot of people in
academia struggled with seeing the student as being centric. And more of like, I would
say, under fraud, I would be more like [a] parent, child, and adolescent.
Well, in today’s world, for these students, it’s not, it’s texting. So, they were like,
well, you know, we sent you emails, and you go all over this. And so, my point is, we’re
gonna lose that battle because times have changed. So why don’t we get some technology
that support, you know, texting or whatever way I am in those kinds of things to help the
communication process. So just changing with technology and not being stubborn and
stuck in academia settings.
Well, I knew I didn’t want to be someone who is my way or the highway kind of
thing. That was very important to me. So that was probably my primary concern initially
was trying to maintain a balance of organization rather than control. So that’s kind of
what my initial approach was.
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The participants discussed that they moved to a new office, locked themselves in their office, and
prayed a lot. These in vivo codes are explained next.
I Moved to a New Office
When asked about their approach to transitioning, a respondent said,
I moved to a new office (laughs) and started cleaning out file cabinets that had belonged
to my predecessor, who had been in that office for 30 years. I was excited, though,
because I thought it was a good time for [a] change. And I was there at a good time for
change into to move our department in a different direction.
Locking Myself Away
Another participant commented,
You’ve got to sort of lock yourself away and make time to do all these administrative
tasks that you may not have had on your plate before. And so it requires you to spend less
time with students than you might have otherwise, previously.
I Prayed a Lot
One respondent stated,
I prayed a lot. I prayed a lot. So that was my, that was my two-pronged approach to, I’m
doing something I’ve never done before. So, talk to people who’ve done it and whose
performance in those roles I respect and then talk to God a lot about [it].
God Is Just Going to Put You Where He Needs You
One of the participants believed that all things happen with the will of God and said, “I
think the way that I kind of, look at all of this is how the Lord has been growing me through all
of it, and kind of knocking off some of the rough edges.” The participant added,
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Don’t be afraid of what God may do because sometimes, he puts you in a really scary
place. And you go, Lord, there is no way I can do this. And he goes, I know, that’s why I
put you there, you have to deal with it by yourself, and you get to learn what it’s like to
surrender.
Preparedness for the Transition
A number of participants argued that they were not prepared for the transition at all,
while some stated their previous experiences or their degrees helped them prepare for
transitioning into the role.
Previous Experience
The respondents stated their previous experience of being a faculty member or doing
administrative jobs helped them and prepared them for the role of department chair. They stated,
The only preparation I feel that I had that afforded me a decent transition was that I had
been in positions prior to that where I had to work with a lot of different people, I had to
be able to communicate effectively, with coaches, with physicians, with parents, with
patients, as well as be able to teach in the classroom.
I had done things like I had been a treasurer in my fraternity. I’ve already been the
secretary-treasurer for the evangelical theological society for [the] region and, and done
some various administrative types of things. And I had that kind of classwork as an
undergraduate in that semester in the MBA program before the Lord tackles me, and I
finally gave up, and then when I did, what do you want him to do? So, I probably was
better prepared than the average, just pure[ly] academic, that would be coming across the
type of job, administrative job like that.
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As Well Prepared As I Could Be
Nevertheless, one participant was fully prepared, as the respondent claimed, “I was about
as well prepared as I could be, given that many of the structures, processes, and responsibilities
of this position have grown and changed.”
My Degree Supposedly Prepared Me, at Least in a Book Way, to Take On More
Administrative Roles
A participant claimed that their degree helped in being prepared for the role, as the
participant contended,
Technically, my degree supposedly prepared me at least in a book way to take on more
administrative roles. And so those degrees helped me to be prepared for the next phase
that the Lord was going to put me in.
I Was Not Prepared
One participant stated they were not at all prepared. The interviewee claimed,
My preparedness, I was not prepared. So, it [was] kind of the transitioning process. I was
not prepared. I had, I had the technical capacity, I think I even have, or even have been
the effort, the energy, the intellectual capacity. But what I didn’t have was, I didn’t
understand any of that level of work. I didn’t understand how the university ran … I
wasn’t aware of all the new people that I was going to interact with all the new
departments, all the new political lines, all the new do’s and don’ts. I, I wasn’t aware of
all of the really hidden institutional knowledge.
In the same manner, other participants stated,
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I don’t know that I felt like I was really prepared for it when I initially took it on. I was
excited about the degree plan. But I don’t think I understood, you know, at least not
experientially.
I don’t think that I was very prepared. Although I’m a quick study and also come
with a lot of people experience, I come with a lot of process experience. But to
understand how things work in academia, I wasn’t very prepared. But I caught on pretty
good. And we were still able to get things done.
I was not prepared at all. And this is what I would consider to be common in
small institutions, you know, you are kind of thrown into things, and people mentor you
through. And so, it’s always [an] on-the-job learning process.
In addition, one participant highlighted that there was no preparation from the university
side. The participant revealed, “There was really no preparation from the institution at all. I was
like, okay, here you go. Have fun.” Whereas, one participant stated they were guided in how to
perform certain duties and stated,
Outside of my experience of being a faculty member, interacting with department chairs
and deans, I didn’t know anything about the job of the department chair, that being sat me
down and said, here’s what you’re going to do. And also, I did what he told me to do.
And that’s how it will happen.
Problems Faced in Transitioning
The department chairs faced various issues while transitioning. A respondent stated,
I think the greatest issues were learning areas of the institution that I was unfamiliar with.
All of the business processes, all of the budgeting processes, all of the dealings with the
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senior VPs, and all that kind of stuff … acquiring the knowledge and skills that were
needed for me to have an institutional view of my work took some time.
Conflict Management
One respondent stated that conflict management was a major issue: “Conflict
management skills that you don’t normally have with your peers when you’re absolutely a peer,
but when you’re a peer, who takes on a more administrative role, there are different
expectations.” In contrast, another participant replied, “I work with a group of people that were
very supportive and wanted to see the apartment move along. So, there weren’t any of these
internal conflicts that you sometimes find in apartments that I had to manage.”
New Requirements, New Pressures, New Stressors
New responsibilities and time management was a significant issue some of the
participants faced. One respondent stated, “So, an awful lot of new requirements, new pressures,
new stressors. And then when the committee came, and we sat in that meeting on the very last
day, they had no recommendations for the entire institution.”
Another respondent replied,
You have to work with all the other chairs. But what I realized as soon as I became the
new person, I moved to the bottom of the totem pole. And what that meant was actually
negative for our faculty and our students, which put a lot of pressure, so the issue would
be pressure.
Mess Up Another Faculty Member’s Desires
A participant claimed that expectations of other faculty members, especially if they were
peers was also an issue for department chairs. The respondent stated,
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When a faculty member comes and says, I need this, and I’m like, oh, I can make that
happen? Well, in order to make it happen, I mess up another faculty member’s desires.
And then when I figure out, well, why does this happen in the first place, the person that
made the previous decision is long gone, and there’s no evidence. So, I think that was
definitely a problem.
The participant further reported,
All the grievances that had been previously either squashed or just ignored all came
bubbling back up, like the first, is everybody coming in to tell me all the problems they
had? And I was like, whoa, I thought this department was great. What happened all of a
sudden?
There Was Nothing Written Down
Lack of necessary information was also a problem faced by the new department chairs.
One participant commented,
There was nothing written down. For anything, it was all institutional knowledge, it was
all operational knowledge with the last person, from what, what three-letter computer
code do I use to get into this system? Well, it’s not written down anywhere, as no one
asked.
Did Things a Little Bit Differently Than the Previous Department Chair
Every individual has their capabilities and ways of doing things. However, if a
department chair acts in their own unique way, it may also be an issue. A participant stated,
I think the only real issue that arose the first time I was a department chair was that I was
just a new person that did things a little bit differently than the previous department chair.
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And it was noted, by, you know, that it wasn’t like, this is better or worse, it’s just that,
hey, you’re doing this different than the other guy did.
Distancing Problems Was One of the Hardest Things That I Had to Do
A participant stated that distancing was one of the hardest things they had to do.
Instead of being just one of the team, as compared to leading the team, it just, it required
a little bit of distancing. And that was probably one of the hardest things I had to do as
being a faculty member, you sort of develop sort of a friendship kind of pattern. And that
doesn’t, you don’t want that to go over into your leadership duties because it may look to
some faculty as maybe you’re showing preference.
Elongation of Time
One participant stated that he had a problem with the time-taking process of the offices.
He said, “I just don’t understand the elongation of time associated with changing even the
simplest of processes or programs.” Moreover, the participant stated,
I often struggle with why something being so obvious that it can be corrected, so simply
took so long to do, and part of it is that, you know, most of the things have to go through
academic council, some things have to go through [the] cabinet. So, there’s a progression
of things, [the] cabinet is slow to react and academia.
Supervisors That Were More Micromanaging
The supervisors who were strict or very lenient were an issue reported by the
respondents. One respondent described it by stating,
I’ve had supervisors that were more micromanaging than others, and others were way too
loose in the way that they supervised you. So, in my case, my supervisor, in my opinion,
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was relatively loose. And so that was a disadvantage for me because I sometimes felt I
was flying solo. And I was going into things blind.
Balance Between Faculty and Administrative Duties
When asked about the balance between being a faculty member and performing
administrative duties, one participant reported,
I think the biggest problem I had was finding a balance between faculty duties and
administrative duties, and because there are both roles that you have to fulfill and you
want to perform well at both roles, you try not to let anything suffer. Initially, that was
my biggest thing that I had to figure out was finding the right balance of things.
To Release Underperforming Instructors
Another participant stated,
The hardest thing I’ve had to do as a department chair, who is also a faculty member, is
having to release underperforming instructors. Some of whom are people who’ve taught
at the institution for a number of years, or some of whom were alumni that I taught, I’ve
been here long enough that many of our adjunct instructors not just in Bible in other
departments, business psychology, are people that I taught. And, and that’s difficult.
The Chain of Command
The chain of command was another issue, according to the participants. A participant
stated,
They are much more a chain of command. Sure. And so yeah, I would just think, Oh,
well, I’m, I’m just supposed to do this, and somebody will say, you need to stop. We
have somebody who does that for you.
Likewise, another respondent explained,
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Chairs are equal to other full-time faculty members. And so, one of the problems that we
have had me and other faculty chairs here is that when we tell a professor, we need you to
teach this class at this time, and they say, well, I’m not going to do that, I want to teach it
on this day. Well, you know, we’ve done what we can, but we don’t have the authority to
say to other people who are equals, no, you will teach it at this time. And so, then we
have to get the academic dean involved to tell them what they’re going to do. And so, I
guess so one of the problems of transitioning to the chair is being seen as not just a peer,
but as a leader by other faculty members.
Department Chair Deserves Some Sort of SWOT Analysis
Lastly, a respondent stated,
I think [the] perspective department chair deserves some sort of SWOT analysis, an
honest SWOT analysis from administrators who are hiring or promoting that person, you
know, how, where do they think the institution is going? How do they think that’s going
to impact various academic programs? What part of the opportunities part of the SWOT
analysis? Is the chair going to be responsible for he gets, or and how, and how, you
know, fair, bringing, bringing someone on his department chair?
However, the participants described their strategies to counter these challenges. One participant
stated, “I do believe in having [the] support of things. So, I make relationships with people,
whether that’s the president of the school or department chairs or adjuncts.” Likewise, another
participant stated, “You have to surround yourself with people who know more than you do
about different things.”
In addition, one participant said the department chairs could deal with time management
issues by “hiring new faculty, especially full-time faculty … And your job as department chair is
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to facilitate, [and] what do you need to be better at what you do. And I think I’ve always had
that. I’ve always possessed that.”
Perceptions About Necessary Skills
The third theme found from the data was the perceptions of department chairs about the
skills needed before transitioning and their current skills after transitioning. The in vivo codes
are shown in Table 3, followed by further explanation.
Table 3
Perceptions About Necessary Skills
Theme

Subthemes

In Vivo Codes

Perceptions About the
Necessary Skills

Before Transitioning

Ability to create understandable and clear
objectives.
The ability to train and to lead faculty members.
The ability to analyze problems.
The ability to help the institution communicate.
Having to do an awful lot of paperwork.
Out of the classroom.
The ability to organize and to schedule.
Be confident.

After Transitioning

I can address problems creatively to produce
solutions.
I’m the guy who can figure out how to make it
happen.
I play well with others.
I have the ability to lead and influence others.
Longevity.
I am very task-oriented.
Technological skills.
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Before Transitioning
Some of the respondents stated that they did not think about any needed skills for this
position. This was clearly depicted in the participants’ responses. One participant replied,
I really hadn’t thought about it a whole lot. I knew, I mean, I knew that they made the
schedules and they had to go to, you know, different meetings and, you know, on top of
what I had to do and that sort of thing, but honestly, I hadn’t thought about it a whole lot
… But I just assumed that if the opportunity came along that, that I would like a lot of
other things in life that I had done to that point in time, I mean, I had to learn to be a
pastor, I had to learn to be a dean of students, I had to learn, you know, various different
things along the way that I would, you know, in, so I was probably naive, but I really
honestly hadn’t thought about it in any great depth.
Likewise, another participant stated,
I didn’t really think about that because I don’t know what you call it to Nietzsche. Maybe
you call it overconfidence or cocky, I don’t know, but it just didn’t enter my mind the
fact that I did not have the necessary skills.
Ability to Create Understandable and Clear Objectives
One participant explained their thoughts on what it took to be a department chair. They
said,
One must have the ability to create meaningful and understandable objectives. That not
only [do] my instructors and students understand what we’re trying to do, but also
admissions and other aspects of college life, they understand what we’re trying to do. Our
prospective students understand what we’re trying to do.
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The Ability to Train and to Lead Faculty Members
Another skill required as a department chair was the ability to train and lead faculty
members. One participant stated,
The ability to train and to lead faculty members, especially as we were having to learn
new skills that were not necessarily related to our discipline, in even teaching our
discipline, but just teaching in different environments, with different types of students.
The Ability to Analyze Problems
The participant as well commented about what was significant for being a department
chair. They said, “The ability to analyze problems and to figure out solutions. How to think, to
be able to think creatively about how to reduce costs for the department and for students.”
The Ability to Help the Institution Communicate
The participant also stated that “the ability to help the institution communicate” is also
important. The respondent further said,
In my particular case, why Bible major is important for students who are practical
ministries, majors, or who are not biblical studies majors … to be able to communicate
why it is we do this as, as a Bible college, or a Bible College plus, sort of model.
In addition, another respondent explained,
I guess my thoughts about [the] necessary skills to do the job were that I had to not see
my job as a department chair at odds with staff. And so, I needed to make sure there was
a bridge between faculty and staff, and that there was a bridge between, you know,
faculty and administration, and to see each other on the same team to work together more
so than being at odds with one another.
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Having to Do an Awful Lot of Paperwork
One participant argued they thought it was vital to have the skills to deal with people and
to do a lot of paperwork. The participant said, “Department chair or program director [is] having
to do an awful lot of paperwork and also having to deal with vice presidents above you, but then
also dealing with the students below you.” Likewise, another respondent replied,
When I saw the previous department chair, they drank a lot of coffee. They never left
their office. They were, they were there before everybody got there, and they were there
after everybody left. And so I thought, okay, this job is time-consuming. And I thought
the skills were going to be basic paperwork computer work.
Out of the Classroom
One respondent explained that being a department chair was like being away from
students, which turned out to be his misunderstanding. The participant stated,
I saw it as taking you out of the classroom for the majority of your time, and I didn’t
really like that. I love being in the classroom with my students. And then, when I stepped
into the role, I discovered, oh, no, I still have to teach X number of hours per semester,
and I’m still with my students all the time. I have a misconception that it kind of took you
out of that aspect of teaching, and really, in our, in my experience, it didn’t. It just sort of
enhanced it.
The Ability to Organize and to Schedule
Some participants stated that having organizational skills was imperative, and one
participant said, “I felt like the skills that you needed to be a successful department chair or
leader, or you know, the ability to organize and to schedule and to do assessment and
paperwork.” Another commented, “I thought it was all about organizational skills, and
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understanding of the internal institutional processes or academic quality control, an
understanding of the priorities of the department and the programs within it.” A participant
further stated, “I think that you have to be very organized, and you have to be willing to keep
track of, I guess, a wide range of issues with students.”
Be Confident
One participant claimed,
The skills necessary to specifically do the job was, at least, my goal, was just to develop
the necessary skills that were needed to help faculty, be confident in things that were
needed to move the department forward. So, it was just making sure in terms of the
curriculum and everything, just helping them to be comfortable and preparing the
students and even making changes in the curriculum.
After Transitioning
I also investigated the department chairs’ current skills. One participant stated, “I wish I
had known 18 years ago what I know now. And again, I wish I had the skill, the people skills,
leadership, people skills back then, and the maturity that I have now.” Another participant
similarly stated, “I’ve learned an awful lot about communication and conflict management.” In
addition, another respondent said,
I kind of just organize things, make sure all the paperwork gets done, all the forms get
signed, or all the class schedules, all the administrative stuff, I think I do fairly well. And
so, I think I’m [a] pretty good communicator, and I can resolve issues and problems fairly
well.
I Can Address Problems Creatively to Produce Solutions
Some participants were quite satisfied with their skills, as one respondent stated,
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I’m not simply a manager. I think I learned that about myself—that by that distinction.
And I’m not an organizational leadership sort of person. I don’t read widely in the field.
So maybe I define how I perceive that distinction. I think I can address problems
creatively to produce solutions. However, those solutions may be for, like, three to five
years’ solutions. Where I don’t think I am is a visionary. I’m not a visionary. And I
struggle with envisioning new programs. I struggle with thinking about radically different
ways of doing things.
One respondent also commented, “I feel very confident in [that] it made a lot of progress, even to
the point where we’ve had cabinet people, you know, do things a little differently, so quicker.”
I Am the Guy Who Can Figure Out How to Make It Happen
A participant claimed,
I struggle with envisioning new programs. I struggle with thinking about radically
different ways of doing things. But the neat thing is, is if there’s someone else in the
room who can see it. I’m the guy who can figure out how to make it happen. Okay, I
think that’s my strength as an administrator and department chair here.
I Play Well With Others
One participant revealed that they “play well with others” and stated,
I play well with others. I believe my fellow chairs see me as a cooperative partner, I’m
just not going into meetings, saying, what can I get from the Bible theology department
today? How can I preserve us today? I’m here, and I’m here to help them to, I’m here to
help the psychology department do better, I’m here to help the business administration
department do better.
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I Have the Ability to Lead and Influence Others
Several participants reported that after transitioning, they developed the skills to
influence people. One participant remarked, “I feel more able to influence faculty if they have
more confidence in their abilities as well as in my abilities to help them achieve greatness,
achieve the things that they feel that [are] needed to be achieved.” Another participant
commented,
[I] have the ability to lead and influence others, who are usually very self-confident about
their own abilities. Academics are often the hardest people to teach how to do something
new or different. And they often can’t perceive why the way they’ve done things in the
past may not be the best way … I’m fairly good at helping people who are very smart and
competent people to think about things differently.
One participant stated they learned to be a good team leader. The participant remarked, “I think
they’re pretty good. We have a good team. I trust my faculty, and I don’t micromanage, and so
that actually helps me a lot.”
Longevity
A participant stated, “I think longevity is a skill if it’s used well. And most department
chairs in small colleges are probably people who’ve been there a [long time].” The respondent
further added,
I think longevity also allows you to know why something didn’t or why something did
work in the past. And I think that’s helpful when new ideas are being explored. And those
new ideas sound like something that was done in the past.
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I Am Very Task-Oriented
Moreover, a participant declared, “I am very task-oriented. And I am an organizer.” The
participant further commented,
I like to get things off your plate. I know you like to go ahead and get this done. But you
can wait till the next morning before you email me. Yeah, but I don’t know that I could
do that. I don’t know that I’d be able to sleep that night. I think I probably go ahead and
want to get it all answered.
Technological Skills
Some participants stated that adopting technology had been a great challenge. As one
respondent noted,
I’m quite confident that I have the skills to do the job. For me, the hardest part has not
been the administrative side of it. It’s been technology, and the tremendous advance in
technology seems like we bring in something big, new that is new at least once an
academic year now.
However, one participant stated they had developed the needed technological skills and reported,
“Oh, my goodness, new skills with technology, new technologies.”
Barriers and Facilitators in Monitoring Issues
The respondents also highlighted the perceived barriers and facilitators in monitoring (see
Table 4).
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Table 4
Barriers and Facilitators in Monitoring Issues
Theme

Subthemes

In Vivo Codes

Barriers and Facilitators in
Monitoring Issues

Barriers

Budgets can always be an issue.
The kind of reputation.
Community relationship.
Institutional structures.
No structural guidance.
Faculty cooperation.
There has not been enough turnover.
Expectations.
Looking at all students.
So many additional tasks.
Not having a clear idea at an
administrative level.
Male-dominated structure.
Encouraging to see students graduate.

Facilitators

Good role models and mentors.
Good working relationship.
Admin secretary.
Advice from everybody else.
The chair network and the administrative
network.
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Barriers in Monitoring
The respondents reported they faced various barriers while monitoring, ranging from
budget issues to time management issues. However, some respondents stated that they did not
sense any hurdles. As one respondent stated, “There wasn’t really a barrier for me.” Likewise,
another participant stated, “I didn’t sense any barriers or obstacles, I just chalked it up to
ignorance of the position.” However, another participant noted, “I believe in the philosophy that
nothing is stagnant, [it’s] either dying or growing. So just because that barrier is there, and it’s
not prolific at the moment, doesn’t mean that it won’t be at some point.”
Budgets Can Always Be an Issue
One respondent stated, “Budgets can always be an issue. And it doesn’t matter whether
you’re just transitioning or not, a budget can be an issue.”
The Kind of Reputation
When asked about reputation, a respondent stated, “The program that you or the
department that you might be chairing could be a barrier.” The respondent further commented,
The kind of reputation that your discipline might have academically, our department
always had a reputation for being a soft discipline. And even my dean approached our
faculty one time at a meeting and said something about, well, yours is a soft discipline.
Community Relationship
One participant reported that “community relationships” could be a barrier and added, “I
think that could be, could be a barrier for somebody who is new to a department chair’s position
is community relationships.”
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Institutional Structure
A respondent stated that institutional structure was a major hurdle and said, “Barriers to
monitoring and addressing problems would have been institutional structure. It’s entirely too
siloed.” The participant further added, “Like the one I’m in, self-interest and departmental
interest were the barrier[s].” Another respondent similarly claimed,
It’s just departmental competition and silo, and it’s higher ed structure … I think a barrier
is actually, being actually the structure of higher ed that creates positions that are
untouchable, and I don’t even want to touch them. I don’t want to have any negative
consequence[s].
No Structural Guidance
In addition to institutional structure, one participant commented on not having guidance.
The participant stated,
You really have absolutely no power, you have no real authority, although you’re the
person that is supposed to take care of things that require power and authority. And when
it [comes] down [from] a personnel issue. You’re the first person that’s supposed to
confront, support a dress, document, report on whatever it is for a faculty member. But
you have nothing. If you don’t have a relationship, you have nothing to rely on. There’s
no structural guidance for you. There’s no structural lean back.
Faculty Cooperation
Cooperation and integration were also a barrier, according to one participant. They are
quoted as saying, “There’s just no need for a tenured faculty to cooperate with the chair. But the
chair definitely needs the tenured faculty to cooperate with them. And so, to me, that is a huge
barrier.”
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There Has Not Been Enough Turnover
Another barrier participants discussed was turnover. One participant reported,
[That] barrier, that’s on the top of my head for problems, and transitioning is, at least for
me, there has not been enough turnover in our institution to create systems for healthy
turnover. The chair before me had been shared for 35 years. Which means really, in
everyone’s employment, she was, she was the oldest person in our college. Oldest, the
longest employed. And so no one knew how to transition a chair … So, there’s been so
few change[s]. Nobody really knows the do’s and don’ts.
Expectations
Another respondent stated that the expectations of peers might also be a barrier, “You’re
becoming somebody’s boss, on top of being the peer, you know, is, is one thing that I guess
could be uncomfortable to people, you’re, you’re having to master a set of skills, and there are
expectations.” Similarly, another interviewee stated,
I think everybody was familiar with me as the accreditation guy and that I have done a
good job there. As far as the administrative side of that, and they just thought, well, you
know, he’s filled up [the] job and, and, and just, I think just assumed, maybe not rightly,
but assumed that he will settle in, and he will do this. Like, he did the accreditation.
Looking at All Students
One interviewee remarked,
I think that barriers in transitioning probably stem from just sort of the change in the role
from going from being with students, primarily focusing on your classes, to having to
look at, you know, the whole program and not just the students in your class, but all the
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students in your program; I think that’s kind of a barrier to the transition, it just sort of
takes a, you know, putting on a new mindset.
So Many Additional Tasks
The addition of responsibilities was another obstacle highlighted by the participants, as
they stated,
You have to sort of be willing to lock yourself away and work on all these administrative
tasks. I think one of the big barriers is that there are so many additional tasks that are put
on your plate that it’s just sort of, it can be overwhelming to have all these new things hit
you.
You’ve got three kids, you’ve got a job, you’ve got this going on, you have these
responsibilities at church, and you don’t have time to be a full-time student and do all
these other things at the same time. So, you might have to, you know, either drop out of
the program [until] your kids are older or, you know, you might have to let some of these
other extracurricular responsibilities go so you can focus on your learning.
Not Having a Clear Idea at an Administrative Level
One participant stated,
What was being fought, I knew what was going on. But I didn’t know what was being
thought about the future. In terms of not just academics, in terms of, you know, building
new dorms or whatever. And because that would have been helpful, again, to know what,
how I might fit into that where what are some of the things that might likely rope me into,
you know, now, now that I’m kind of a quasar administrator, you know, those sorts of
things.
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Male-Dominated Structure
Male dominance was another issue, as one respondent commented,
We were back to the male-female in the workplace barriers where the women were paid
half of what the men were paid. Literally, and I had higher degrees than the men. And
just going, okay, this is I know, Lord, you want me here. You haven’t moved me yet. But
some days, this is really frustrating. And because it was a male-dominated structure, there
really wasn’t anybody to go to and complain.
Encouraging to See Students Graduate
As explained by a participant, “persuading incompetent students to complete their
degrees” was also “challenging.” The respondent further commented,
Being a Christian institution, you are not going, well, I want to turn this person down,
because they, you know, they can’t get through the degree, but you have to sort of make
some of these hard decisions. And that’s probably one of the toughest things, you know,
about being a program chair is having to deal with students who, you know, got into the
program and aren’t able to complete the program for whatever reason.
The participant further stated, “It’s been really good on the whole, and it’s encouraging to see
students graduate; of course, you want all your students to graduate and to do well and to become
competent in the degree itself.”
Facilitators in Monitoring
The participants mentioned a number of facilitators along with the barriers in monitoring
as additional barriers. Whereas, one participant said, “I think we all see barriers. I don’t think the
facilitators have been very forthcoming in stepping up and addressing them.”
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Good Role Models and Mentors
Almost all participants agreed that their deans helped them a lot in performing their
duties. The respondents stated,
A good dean that can demonstrate exceptional leadership skills. And that’s what I had. I
learned a lot about dealing with people and about choosing your battles from my dean.
And he, my dean and I, have been working together well.
The facilitator, for me, was my dean, the split. So, my very next step up was a
facilitator. And that was my dean, in my dean’s interest, I think was probably threefold. I
think she would say that the students were the first priority. Her second priority would
probably have been me as the chair, making sure everything works. And then third would
be like our mission.
Well, the first year that I was, in both cases, the academic dean at one school and
then the, the other school where I was, there wasn’t an academic dean at the time, at that
point in time. He was the vice president for academic affairs as a school wasn’t, wasn’t
big enough. And [in] both of those cases, they were very kind and had a very, had an
open-door policy and so forth.
One participant replied that the previous department chair was their mentor and said,
The previous department chair was now the vice president of academic affairs. So, I was
able to meet regularly with him. So, I was monitored, okay. And I was affirmed; I think
that was good. I was affirmed early on by, by my immediate supervisors and other
administrators in the college. So, that was [a] very good thing.
Another participant likewise commented,
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I was hired by a great chairwoman that really I saw as a mentor, and then after I became a
faculty member, she actually went up, and she became the provost of the institution. And
I still viewed her as a mentor. When she retired, she came back [as] an adjunct in our
department. And so, I still go to her if I have something that’s new come up for just her
[to] share [the] experiences and wisdom that she has.
Good Working Relationship
A participant stated that good working relationships were necessary.
It’s going from a position where you are a peer to someone who has control or release[s]
a few things like budget. If you didn’t have a very good working relationship with all of
your peers beforehand, and that can follow you. If you did have a good working
relationship with your peers beforehand. That can be a benefit because you can have a lot
of supporters among the faculty in your department.
Admin Secretary
One participant commented,
[That a main] facilitator was our admin secretary. They know like everything, they, if
anyone is a holder of the departmental knowledge, they are, so I would ask them
questions that they shouldn’t know the answers to, but they do. I would ask them
questions.
Advice From Everybody Else
Interacting with and getting advice from other department chairs and deans was a type of
support needed. One respondent stated,
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Newer people in the positions, they can get advice from everybody else and sort of get
direction on how to go about taking care of all these additional tasks that we need to do;
we also spend a lot of time emailing one another in group emails.
In addition, another participant said, “Having feedback from others is a great way to help
facilitate the overcoming of barriers and making changes.”
The Chair Network and the Administrative Assistant Network
Networks also helped the department chairs in monitoring. One respondent stated,
We have like the college chairs. So, every department in our college has a chair. And so,
we kind of form our own little group. And so, we help each other, and the big help is the
administrative assistance they have; every chair has an administrative assistant, and they
have their own network as well. And so, the chair network and the administrative
assistant network were actually a really big help. That was the best facilitation that I got
was from other chairs from my mentor from administrative assistants.
Others’ Perceptions About the Role of Department Chair
Respondents were asked about their views and perceptions on how other faculty members
and senior administration view the respondents’ role as department chair (see Table 5).
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Table 5
Others’ Perceptions About the Role of Department Chair and Recommendations
Theme

Subthemes

In Vivo Codes

Others’ Perceptions About the
Role of Department Chair

View of Faculty

A mentor.
A facilitator.
A problem solver.

Recommendations

Views of Senior
Administration

As input resources for college
policy and processes.

Trainings and Workshops

Active mentoring and sharing
responsibilities.
Department chair deserves some
sort of SWOT analysis.
Trainings and workshops.

One respondent stated, “Department chairs are mostly faculty members with extra
responsibilities, and so we are compensated for those extra responsibilities with a stipend.”
Another participant stated,
I think some people see me as a threat, some see me as selfish or dominating. But I think
the vast majority would probably say that I am very caring about people about the Lord
first and then about customers, and then about a process.
One participant stated, “I think from both sides, I would get a good review.”
Views of the Faculty
Most of the respondents stated other faculty members view them as mentors or
facilitators. A respondent replied,
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I think they honestly think and assume and operate with, hey, this is the person who’s
going to help me solve this problem. So I don’t think those are negatives. I don’t think
there are conscious negatives from faculty or senior administrators.
A Mentor
The respondents were asked about being viewed as a mentor. They replied,
I think that many faculty members have in the past viewed our role as a department chair
as sort of you’re a teacher with a few added responsibilities. And that’s it.
I think faculty members would say he is probably very supportive. He’s [doing]
he’s supposed to be doing. He’s innovative [in] those kinds of things. And I think that
they would think of me that I’m probably assertive, very assertive.
I think my faculty think that I do a good job, but they worry about me sometimes
that I take on too much.
I would say faculty members [and] instructors view department chairs as mentors,
facilitators, and resource persons on a negative vein with that, I think faculty members
and instructors often or, at least maybe not often but on occasion, mistakenly think that
we should always be their advocate for more money, okay. And they often do not see the
big picture of things. And they cannot grasp why things cannot be done in a way that they
think would be simple.
A Facilitator
However, some respondents stated they were perceived as facilitators. The respondents
said,
I think they saw me as a facilitator. Right, because of academic freedom and shared
governance, you know, faculty were very aware of what their role was in academic
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decision-making. So, they saw me as that person that set things up for them to make the
critical decisions that they needed to make about academic programs, and so as
department chair, I didn’t necessarily lead the decision-making, I led the discussion that
generated the consensus. And so, they didn’t see me as a boss, as such, because I was
there to bring people together so that they can make the appropriate decisions about
programs.
I think the faculty in my department see me pretty much again as a facilitator of
what they need to have done. But they also come to me with questions. And look, look to
me as somewhat of a mentor.
A Problem Solver
A respondent remarked,
I think they honestly think and assume and operate with, hey, this is the person who’s
going to help me solve this problem. So, I don’t think those are negatives. I don’t think
there are conscious negatives from faculty or senior administrators.
Another respondent likewise stated, “What I think now is now faculty members view my role as
[a] problem solver.”
Views of Senior Administration
One participant commented, “The senior administrators view my role as very, very
productive, that I am very, very productive in this area.” Another participant stated, “Those
people in those higher positions have appreciated greatly the department chairs, they are afforded
their eyes and ears, you know, to the ground as far as the wider faculty and, and to a large extent,
the student body.” Two other participants stated, “I think both of those angles from problem
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solver to idea maker or completer,” and, “I think the administration thinks that I’m doing a good
job too, right now, at least.”
As Input Resources for College Policy and Processes
One participant stated,
I believe the senior administrators at my institution view us department chairs as input
resources for college policy and processes beyond simply the classroom. I enjoy working
where I work. And I think one of the reasons why is we have done a lot of work to try to
make sure we understand why each other exists. And not just to think in terms of [a] silo.
Recommendations
Lastly, the respondents provided some recommendations to department chairs and the
administration to make the role of department chairs more effective. One respondent suggested
that department chairs “don’t micromanage.” Another participant recommended, “You’ve got to
treat people right. You can’t just take them for granted. You can’t assume them. You can’t just,
you know, be a slave driver. You’ve got to be a team; you’ve got to treat them right.”
Active Mentoring and Sharing Responsibilities
The participants also proposed that mentoring was very helpful for the department chairs
in performing their duties. The respondents reported,
It won’t probably go well if no mentor is provided for the new chair … New chairs need
someone to walk through things with them … The vice president of academic affairs
can’t simply hand the chair a job description and a notebook and say, I’ll see you at the
meeting. He needs to be, or she needs to be more experienced; chairs need to be made
available to help mentor the chair.
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Active mentoring and sharing responsibilities with an apparent who’s already
there. Or [it] can be something like writing up processes, your work hacks, things that,
when that time comes, you can make them available to the next chair.
I think some of the cabinet, you know, president and all of those kinds of things
should be welcoming to new department chairs to give them an overview, kind of tell
them how things work, and the vice president of academics or the dean should be very in
line with coaching the departments here, providing training and resources for them. I
think that would be very helpful.
Department Chair Deserves Some Sort of SWOT Analysis
A respondent stated,
I think perspective department chairs deserve some sort of SWOT analysis, an honest
SWOT analysis from administrators who are hiring or promoting that person, you know,
how, where do they think the institution is going? How do they think that’s going to
impact various academic programs? What part of the opportunities [are] part of the
SWOT analysis? Is the chair going to be responsible for he gets, or and how, and how,
you know, fair, bringing, bringing someone on his department chair?
Trainings and Workshops
The respondents also recommended offering training to department chairs. A participant
said, “I think that it’s important for program chairs to have a provost who hears their concerns
and helps make sure the lines of communication are open between different programs.” Another
participant likewise stated,
If there’d been even a one-day training from the previous department [that] is very good
as department chair, just to say, okay, this is how I did the job. And these were some of
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the pitfalls and, oh, by the way, here’s, you know, the secret door to the secret closet
where we keep everything, you need anything, but a lot of times and that, you know, on a
certain level that even happened here.
Other participants also said,
You still have to have some kind of workshop or something that prepares you for the
other part, not the paperwork, that’s easy. But now, this is how your role with your peers
is going to change.
It might even be some kind of small leadership cohort that the university does.
Some kind of a training program; I know that there are lots of organizations that
offer training for department chairs; you can send people to those training.
Faculty members ought to be trained to be chairs. It shouldn’t just simply happen,
because suddenly, there’s an opening for whatever reason somebody, so by some existing
chair goes to a different position at another institution.
This idea that we are colaborers, or faculty workshop, which is also something
new that this academic dean has instituted. The bridge semester, we, the Friday before the
semester is going to start, we have an all-day workshop and just really go over some
things to make sure that the semester is going to launch smoothly.
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Chapter 5: Discussion, Conclusions, and Recommendations
Chapter 5 focuses on the summary of findings, conclusions, and recommendations. The
specific implications of each of the major themes of the study are applied to recommendations
for action for department chairs in Christian colleges. As stated earlier, researchers have
previously focused on department chairs in international public colleges and public universities
in the United States regarding job role transition from an academic role to an administrative role
(Armstrong & Woloshyn, 2017; Curran & Prottas, 2017; Gonaim, 2016; Hanson, 2013;
ŞükrüBellibaş et al., 2016). However, no studies were identified that focused on job role
transition from department chair’s perspectives in Christian colleges in the United States.
In this study, I had the opportunity to explore department chairs’ perspectives regarding
job role transition in the southern region of the United States. The research question that guided
this study was “What are the perceptions of department chairs’ job role transition at Christian
colleges?” I used a basic qualitative interview study to collect data for analysis to see if new
information was uncovered regarding this topic to help broaden the research from a different
aspect.
Discussion of Findings in Relation to Past Literature
In analyzing the data, six themes emerged in this study, which will be discussed in this
section. These themes were perceptions about the department chair, experiences in transitioning
to the role of department chair, perceptions about necessary skills, barriers and facilitators in
monitoring issues, others’ perceptions about the role of department chair, and recommendations.
Perceptions About the Department Chair
The findings indicated the participants from Christian colleges perceived their overall job
role transition from three different aspects. Most of the participants perceived their role to be
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enjoyable. Some perceived the role as broad or wide-ranging because of the various tasks and
responsibilities. Others perceived their job role as essential to academic success for their
academic institution. Compared to previous studies, department chairs from public colleges and
universities held two out of the three said aspects; they also perceived their job role as broad,
wide-ranging, and essential for academic success. For example, Berdrow (2010) found that
department chairs were leaders of their faculty, student development, overseers of operations,
and administrative duties, along with being change catalysts and climate enhancers. In contrast,
department chairs from public colleges and universities did not find their role enjoyable but more
daunting, uneasy, struggling with the task, and compressed for time (Armstrong & Woloshyn,
2017; Cowley, 2017). However, the Christian college participants argued that viewpoint by
expressing their love for the job and their purpose for a deeper connection among faculty. One of
the participants expressed that the joy came from working on a Christian campus, which
provided spiritual fulfillment. Likewise, another participant stated that God placed them where
they are supposed to be.
In summary, department chairs from public and Christian schools heavily relied upon
implementing and carrying out campus policies and their academic institutions mission. They are
equally tasked with various roles and responsibilities, but a different frame of mind guides their
ideas about their role.
Experiences in Transitioning to the Role of Department Chair
When transitioning to the department chair’s role, the participants had different
experiences. The categories were reactions to their experiences, approach to the transition,
preparedness, and problems while transitioning to the department chair role. In this study, half of
the participants reacted with a sense of excitement, while the other half felt astonished and
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overwhelmed about their new job role. Also, some felt privileged and fulfilled to obtain such a
role, while others felt pressured due to the increasing responsibilities. In other words, what they
had previously expected about their new position turned out to be something different.
When transitioning to the department chair’s role, the participants approached their new
role in different ways. Some participants approached the transition from a personal perspective
or the attitude they chose to have while transitioning to the department chair role. For instance,
one participant felt like they were only changing positions, while another prayed, and another
just felt that God was going to put them where He wanted them. I interpreted the participant’s
perception about their transition as a natural way to handle new challenges. In other words, it is
their method of handling any situation, which in turn, enabled them to enter into their new role
fearless or comfortable to help them deal with their new situation. However, with the exception
of a few, mostly all of the participants agreed that they were not prepared for the role. They
expressed that they did not fully understand what was required of them, nor could they answer
any questions that would show how much they knew.
In addition, I found confusion in power to be the norm among department chairs. For
instance, full-time faculty members and department chairs were equal in power, but the
department chairs were in charge of ensuring classes were prepared for teaching. However, the
full-time faculty members would suggest which schedule was best for them, making scheduling
harder on the department chairs. Unfortunately, due to being equal in power, the department
chairs had no room to trump the full-time faculty member’s decision, which left the department
chairs to teach the courses themselves, making them feel powerless.
Regarding preparation, most of the participants faced many challenges and uncertainty in
their job roles. Their challenges stopped them from achieving workplace success and created
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workplace conflicts that they were not prepared for nor had the power to manage or solve.
Problems consisted of not knowing one’s strengths and weaknesses, being naïve to expectations
of the role, balancing power, and their unique structure versus the organization’s structure. This
study supports past studies regarding the challenges department chairs faced while transitioning
into their role in public colleges and universities. Additionally, past studies have found that
department chairs in public institutions equally felt unprepared and not equipped with the
executive power to help them influence institutional change (Armstrong & Woloshyn, 2017;
Berdrow, 2010; Bystydzienski et al., 2017; Cowley, 2017; Gardner & Ward, 2018). The
department chairs in public colleges also had little to no ongoing guidance and were poorly
prepared (Armstrong & Woloshyn, 2017; Cowley, 2017).
Participants in this study faced many problems during their job role transition. The
problems they faced derived from various issues such as struggling with learning different
institutional areas, resolving conflict, time management, faculty expectations, lack of written
information, personal uniqueness, and more. Moreover, the problems created uncertainty in their
job roles and revealed their strengths and weaknesses but still did not take their joy away.
In summary, most department chairs in Christian colleges, public colleges, and
universities were equally inexperienced and faced similar challenges; however, the department
chairs in Christian colleges still expressed a sense of excitement, fulfillment, and enjoyment
amid their challenges.
Perceptions About Necessary Skills
Before transitioning to the department chair’s role, some participants had no thoughts
about what skills were needed to do the job. However, other participants’ perceptions about the
necessary skills to do the job were correct, but in hindsight. After obtaining the position, the
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participants were able to see the bigger picture regarding the additional responsibilities that were
needed to fulfill their job roles. Due to the lack of formal training, the department chairs were
forced to figure things out along the way and through work-related experiences.
Past studies supported the said perceptions as department chairs in public colleges and
universities expressed frustration about the lack of training, lack of mentorship, and uncertainty
about their skills to do their job (Armstrong & Woloshyn, 2017). In this study and past studies,
participants felt they were not prepared to limit negative aspects of the job, fully understand what
the job entailed, or understand the elongation of time to get things done in a timely manner.
Moreover, department chairs struggled with balancing relationships among academics
and administrators, separating emotions from being a peer to the boss, and understanding the
chain of command. However, after transitioning to the department chair position, the participants
in this study felt more comfortable and confident, well-informed, able to flow with the
challenging processes, and more experienced with technology. In other words, over time, the
participants in Christian colleges got better at managing their position, managing others, and
managing themselves.
In summary, this study and past studies found that department chairs in public and
Christian private academic institutions struggled with the same challenges. Neither department
chairs were prepared or equipped with the organizational power that can influence institutional
change. In contrast, past studies also found that department chairs in public colleges have not
come to a place of being comfortable or confident in their role but continued to struggle with
uncertainties in their job role (Armstrong & Woloshyn, 2017). On the other hand, department
chairs in Christian colleges have taken ownership of their job responsibilities by being active and
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enthusiastic about their job role commitment as they viewed their role as servant leaders for God
rather than employees.
Barriers and Facilitators in Monitoring Issues
In this study, I asked the participants about barriers and facilitators in monitoring issues.
The participants expressed many different obstacles that kept things from moving how they
should proceed. Barriers were based on the overall institution’s structure or design and the
institution’s expectations. For example, the participants communicated that budgeting, unclear
job roles, faculty cooperation, and other issues were fences that blocked the ability to monitor
issues. Moreover, past studies showed similar issues that were obstacles in monitoring issues as
well. For example, increasing costs, reduced funding, competition in student enrollment, and
more (Armstrong & Woloshyn, 2017). Likewise, both department chairs from public and
Christian colleges agreed that clarifying job roles and implementing leadership development will
facilitate monitoring issues effectively.
Others’ Perceptions About the Role of Department Chair
Others’ perceptions about the role of department chairs were twofold. Most respondents
stated that faculty members viewed their role as mentors, facilitators, or problem solvers. In
contrast, the senior administrators viewed their role as input resources for policy and procedures.
Based on this study and past studies, both public and Christian colleges’ and universities’ faculty
and administrators were still uncertain about a department chair’s roles and tasks, increasing role
ambiguity (Armstrong & Woloshyn, 2017). Moreover, the department chair’s role of authority
remains unclear, and their view of how they must act and conduct themselves in their job role
might be unclear. Furthermore, I used a theoretical framework called role theory to structure the
study. Role theory states that a person’s role has a set of rights, duties, expectations, norms, and
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behaviors that a person has to face and fulfill (Pelletier & Berkeley, 2015; Yodanis & Yodanis,
2003). If department chairs in Christian colleges cannot clearly define job roles, they cannot
effectively fulfill their job roles.
Limitations and Delimitations
There are two limitations to this study. Only one type of data was analyzed, namely,
interviews; therefore, other types of artifacts might produce different results. The second
limitation was the self-report method. The self-report method consisted of asking the participants
about their feelings and attitudes regarding their perceptions. Therefore, this method could
produce findings different from what participants actually do in their situations. This study’s
delimiting factors were restricted to department chairs in Christian colleges currently in the
department chair role. Moreover, the scope of the study was limited to department chairs’
perceptions regarding job role transition.
Recommendations
This study’s findings indicate suggested recommendations relating to the perceptions of
the department chairs’ job role transition at Christian colleges. The recommendations in this
study are freedom in the job role, SWOT analysis, formal training, mentoring, and future
research.
The first recommendation is to give department chairs liberty in their job role. Some of
the participants expressed feelings about being closely observed or feeling controlled at work.
Senior administrators must resist being overly involved in the work of their department chairs
and encourage independent decision-making, which will promote freedom in their job roles
(Başkan, 2020).
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The second recommendation is to conduct a strengths, weaknesses, opportunities, and
threats (SWOT) analysis. A SWOT analysis should be conducted to identify and assess where
each department chair stands before transitioning into their job role. A SWOT analysis can help
new department chairs understand the institution better, address weaknesses, deter threats, and
capitalize on the department chair’s strengths and opportunities (Jenčo & Lysá, 2018). Moreover,
a SWOT analysis can help department chairs establish goals and strategies for achieving their
goals.
The third recommendation is to implement formal training and mentoring. In this study,
the department chairs expressed their challenges while transitioning into the department chair
role. Mostly all of the participants felt like they were not fully prepared for their new job role;
they felt insecure about their capabilities in fulfilling their role and expressed a lack of clarity
regarding the task at hand. Therefore, I have recommended formal training and mentoring before
transitioning to the department chair role. Formal training refers to a program where an instructor
teaches individuals how to define goals and purposes (Gonaim, 2016). The department chairs in
Christian colleges will expand the need for well-informed administrators and clarity within their
academic institution (Gonaim, 2016). Similarly, formal training can enable new incoming
department chairs and existing department chairs with tools to fulfill their challenging roles
successfully (Gonaim, 2016). Senior administrators should implement formal training before
entering the role of department chair because formal training can increase morale, attract future
potential department chairs, get a return on investment, and provide mentorship (Gonaim, 2016).
Morale can help department chairs keep up with the latest standards, practices, and technology
requirements (Gonaim, 2016). Moreover, morale can help department chairs remain engaged,
which can improve confidence in their job role (Gonaim, 2016).
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Attracting potential department chairs can generate interest for potential new department
chairs. Employees who enjoy their work often draw others to want to obtain those job roles.
Likewise, well-trained department chairs will transfer knowledge to others who are ready to step
into the department chair role (Gonaim, 2016). Besides, proper training promotes unity within
organizations (Gonaim, 2016). Having department chairs in one accord is essential to instituting
best practices for any organization. Training also keeps employees up to date on compliance
issues, which means that academic institutions can operate more smoothly and more successfully
(Gonaim, 2016). Investing in formal training can offer senior administrators a substantial return
on their investment. Although training can be costly, the money spent on training department
chairs can expedite the knowledge and work process twice as fast as other higher education
institutions that choose not to invest in training their department chairs.
Moreover, implementing mentoring can connect new department chairs with experienced
department chairs that possess specific skills and knowledge who need or want the same skills
and advantages to move up in work, skill level, or job role performance (Gandhi et al., 2019;
Gonaim, 2016). Armstrong and Woloshyn (2017) stated that the department chair should remain
in constant communication at every level in their institution. The ongoing discussion will provide
advanced leadership development and management training as well as support for department
chairs. In this study, the department chairs’ experiences called attention to the need for targeted,
time-sensitive, professional leadership development. Similarly, department chairs must
understand their responsibilities related to their initial work agreement and capitalize on this
knowledge when confronted with uncertainties in their job roles and responding to administrative
demands.
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The fourth recommendation is to conduct a more detailed and comprehensive study on
why department chairs in Christian colleges and universities experience joy and fulfillment in
their job role amid challenges transitioning into their job role. I found that most department
chairs in this study from Christian colleges and universities genuinely enjoy and love their job
regardless of their challenges during the transition to the department chair role. I am confident
that the department chair’s faith and environment shape their perspective and are the guiding
principles that uphold the participants’ viewpoint about their job role transition. However, a
more in-depth study should be done to add tangible proof. An in-depth study would allow the
future investigator to develop talking points to obtain specific perspectives to answer the future
research question.
The fifth recommendation is to conduct a comprehensive study on African Americans’
perspectives regarding their job role transition to the department chair. In this study, I found that
only 20% of the participants were Black that held a department chair role. In-depth research on
this topic will produce in-depth information to be added to the body of knowledge and awareness
for action.
The last recommendation is to conduct a comprehensive study on female department
chairs’ perspectives regarding their job role transition to the department chair. In this study, I
found that only 30% of the participants were women who held a department chair role. One of
the participants expressed that the department chair role was a male-dominated structure, which
created a male-female barrier. However, this knowledge is tentative until an in-depth research
study is conducted to produce proof to bring about awareness for action.

121
Conclusions
While the literature on department chairs in Christian colleges is scarce, this study
contributed to the existing body of knowledge by showing how department chairs in Christian
colleges perceive their job transitions. For the most part, the participants found their job role
enjoyable but experience the same challenges as department chairs in public colleges and
universities during their transition. While most studies focused on department chairs transition in
public colleges and universities, this study focused on department chairs from a Christian college
perspective. Because department chairs are recruited to fulfill multiple roles, it is vital for
Christian colleges to continue to thrive in the coming century. Moreover, it will be essential for
department chairs to have the necessary skills to perform effectively in their diverse roles.
Leadership development in Christian colleges is necessary for institutional development and
sustainability.
Department chairs are fundamental members of the academic department in carrying the
college’s visions and goals into reality. Additionally, the department chairs’ contributions
depend primarily on how well they can successfully fulfill their job role. Senior administrators
must establish a conception of leadership development at the department chair level beyond the
traditionally resolute “leader versus manager” arrangement and consider a new form of
managerial leadership through formal training. Researchers and practitioners have begun to
identify some of the critical challenges faced by department chairs to date. Training and
development programs have been recommended to help aid department chairs’ transition to this
complex role and facilitate effective and practical professional practice.
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Appendix B: Invitation to Participate in the Research Study

Hello! My name is Tiniesha Menete, and I am conducting research for my doctoral
degree at Abilene Christian University. I am studying department chairs’ perspectives on their
job role transition in Christian colleges. I would like to invite you to participate in my research.
To be included in this study, you must meet the following criteria:
•

over the age of 18,

•

work in Christian higher education, and

•

currently serving in the role of the department chair, head of the department, or
program director.

You CANNOT participate if you:
•

hold any position not compatible with the role of a department chair.

If you participate in this research, you will be asked to:
•

complete a one-hour interview with me through virtual conferencing technology. We
will choose a time convenient for you.

If you have any questions for me, or you would like to participate, please email me at
xxxxx@acu.edu. You can also call me at xxx-xxx-xxxx.

Best,
Tiniesha Menete
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Appendix C: Interview Guide
1. How do you define your role as department chair?
2. What do you believe your experience was when transitioning to the role of department
chair?
3. What were your reactions to those experiences?
4. What do you think about those experiences?
5. Explain your approach about transitioning into the role of department chair?
6. What was your opinion about the preparedness for transitioning into the role of
department chair?
7. Before transitioning into the role of the department chair, what were your thoughts about
the necessary skills to successfully do the job?
8. After transitioning to the role of the department chair, what are your thoughts about your
current skills to successfully do the job?
9. If I were to spend the day with you on your job, what practices would I observe you
doing in your role as department chair?
10. In your opinion, what problems have you faced in transitioning to the role of department
chair? If any, what kind of issues arose?
11. What do you think about the barriers and facilitators in monitoring and addressing
problems when transitioning to your role as department chair?
12. What is your opinion of how faculty members and senior administrators view your role as
department chair?
13. What do you think makes the role of the department chair work well or not when
transitioning to the role?
14. What would you like to happen before transitioning into the role of department chair?
15. What was and is your overall opinion of your role as department chair?
16. Do you have anything else you would like to add?

